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TAKE A MOMENT:

Activities to help evaluate and plan

IN REAL LIFE:

Stories from industry businesses

CHECK IT OUT:

Resources and information
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PREFACE
Whenever I meet professionals in the promotional products industry, nearly every conversation begins the
same: “Hi! My name is Julie. I’m the diversity and learning engagement manager at PPAI.” And oftentimes, the
response received is a rendition of the following: “Oh, we definitely need more diversity in this industry. It’s mostly
old white men, so you’ve got your work cut out for you.”
For the “old white men” reading this, there’s nothing wrong with being “old,” white, or male. You have helped
grow this industry tremendously. Your commendable, hard work has positively impacted a lot of people, from
your employees to their families, your clients and end users. You possess great experience, and we can learn a lot
from you. Though people often look at you as belonging to one group, a great deal of diversity lies within—each
of you is diverse in your experiences, your interests and the very thoughts that inform the work you do and how
you contribute to this industry.
I joined PPAI to focus on diversity. Through many conversations and extensive research, I realized that two
important words were out of focus for me and for this industry—equity and inclusion. Diversity, equity and
inclusion are symbiotic. Without one, you can’t have the others. Diversity exists throughout the industry. Could
we have more? Sure. How do we get it? Equity and inclusion.
When most people hear the word “diversity,” they immediately think of the “check-the-box” human resources
approach that calls for a healthy mix of genders and races to be represented in a company’s workforce.
Admittedly, this was once also my first thought, but I’ve since learned it’s so much more inclusive. Diversity is a
strategy, a mindset, and it won’t succeed without equity and inclusion.
With technology changing the way we see the world and engage with one another, diversity is more apparent—
and important—than ever before. For business owners, increasing diversity, equity and inclusion in your
workforce might be an overwhelmingly daunting task, or it might simply rank low on your list of priorities, but
I think there are some practical, powerful steps you can take to increase the diversity, equity and inclusion in
your organization. My goal with this playbook is to present these seemingly large, complex concepts of diversity,
equity and inclusion in smaller, more digestible actions.
As an industry, and as human beings interacting with other human beings, we must shift our perspective
on what these concepts represent and why they should be an important part of your business strategy. The
interconnectivity of our world demands it. The growth and longevity of your business depends on it. The success
of your relationships will thrive on it.
Throughout this playbook, I present ideas, assessments and practical strategies for you to consider. In doing so,
you are taking the first step towards change. All you must do is take one step, then the next, then the next, and
so on. And before you know it, you’ll look up and see a beautifully diverse, equitable and inclusive environment in
your organization, and the industry as a whole.

Julie Kwan
Diversity and Learning Engagement Manager, PPAI
December 2019
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INTRODUCTION
This playbook explores the concepts of diversity, equity and inclusion, and examines their
connection with company culture.
Within this playbook, you will find three assessments to help you begin your diversity,
equity and inclusion journey:
1. Current Employee Diversity Mix Assessment
2. Current Company Culture Assessment
3. Current ARTS Strategies Assessment
This playbook also presents four categories of interventions to build and sustain a diverse
and inclusive workforce within the promotional products industry. It will equip you with
tools to help you identify areas of improvement, build a plan for change and select a
change strategy for your organization to begin its diversity, equity and inclusion journey.
The focus of this playbook is on the workforce within the industry, rather than its
customers. To diversify our industry clientele, we must first embrace and practice
diversity, equity and inclusion from within.

PPAI Diversity, Equity And Inclusion Playbook

THE PLAYBOOK RUNDOWN
Life and business are about relationships. When you sell a product or service, you are building a relationship
with someone. When you hire an employee, you are establishing a relationship with someone. In every
relationship, both people enter with an innate desire to be valued and respected.
It’s easy to lose sight of the relational aspect of business transactions. But when you build diversity, equity and
inclusion into your business practices, it demonstrates the value that you place on the human side of business.
This world is incredibly diverse, and every person in it is worthy of a fair opportunity to use and develop their
skills to succeed and productively contribute to society. As an employer, you are looking for smart, dedicated
workers who will contribute to the success of your organization. It is easy to put the onus on the employee, but
employers must recognize their critical role in creating inclusive, equitable workplaces where employees feel
valued and supported. This empowers people to thrive at work, driving success for your business.

What do these terms mean?
Diversity is the representation of varied identities and differences, collectively and individually. It
encompasses every person’s unique blend of demographic characteristics, experiences and perspectives.
Equity is the assurance of fair treatment and equality of opportunity for every person and acknowledges
that people do not all start from the same place. It serves to identify and eliminate barriers that have
prevented the full participation of historically underserved and underrepresented populations. Every person
deserves a fair opportunity to develop, contribute and succeed.
Inclusion is the cultivation of an environment in which every person feels welcome and is appreciated for
who they are and for what they can distinctively offer.

What are the benefits of building diversity, equity and inclusion into your company strategy?
1. Increase your profitability
2. Attract a more diverse client base
3. Build your brand as an employer
4. Foster creativity and innovation
5. Plan for the future

Company culture is the difference between the success and failure of any diversity initiative. A company can
make all the “diversity hires” it can, encourage employees to develop mentor relationships, or establish a
social media presence, but if there isn’t a clear picture of the company’s culture and mission, the success of its
initiatives will not go very far. This playbook includes a tool for you to assess your company’s current culture and
provides guidance for defining values for the organization, if they have not already been defined.
Once you have a well-established company culture with clearly defined values and goals, shift your focus to
diversity, equity and inclusion. What can you do to increase diversity within the organization? What can you do
to foster an equitable, inclusive environment?
It can be challenging to know where to start. For many people, launching a diversity initiative means changing
everything simultaneously. For others, it means hiring diversity into the organization. While a holistic approach
may address many areas of concern, it can be overwhelming.
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This playbook focuses on four categories of interventions that an organization can implement to impact the
diversity, equity and inclusion of its workforce, and provides some strategies you can use to begin your journey.
This playbook will guide you through an evaluation process that will help you identify areas for improvement,
and then select one strategy to start moving the needle to build or strengthen your company’s diversity, equity
and inclusion.
This is a continuous journey. When implementation of one strategy is complete, plan to conduct regular checkins, just as you would schedule an annual check-in with your doctor to maintain your personal health. And,
keep the momentum going by shifting to additional strategies that will grow and enhance your organization’s
diversity, equity and inclusion efforts.

Four Categories Of Interventions
Sustaining current

Attracting the community

Recruiting new employees

Training current employees

Strategies for building a

Strategies for recruiting

Strategies for providing

desirable reputation, image

diverse talent into the

your employees with

Strategies for engaging your

or brand as perceived

organization

appropriate and relevant

employees to foster equity,

by employees, the local

training and professional

inclusivity, loyalty, innovation,

community and the market

development opportunities

motivation and productivity

employees

in an equitable, inclusive
environment
• Tell the story of your
business
• Develop your social media
presence
• Connect with your
community
• Partner with local schools
and colleges

• Build a solid onboarding

• Build a diverse

program

management team

• Enable your employees to

• Evaluate the language in
your job descriptions

attend external training

• Post job openings in a

• Implement bias training

variety of networks, media

• Offer leadership and

and publications

management training

• Ask employees for referrals

• Cross-train your employees

• Adopt a blind recruitment

• Ask subject matter

process

experts to train and share
knowledge with others

• Define your interview
process and diversify your

• Encourage coaching and

pool of interviewers

mentoring opportunities

• Allow potential candidates

• Foster a culture of feedback
• Offer great benefits and
perks
• Implement a rewards and
recognition program
• Develop a list of skills,
talents and specialties
• Involve the team in
decisions
• Encourage collaboration
• Organize team outings and
teambuilding activities
• Volunteer together
• Sponsor high potential

to see your company

talent

culture

• Conduct exit interviews
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THE ESSENTIALS OF DIVERSITY, EQUITY AND INCLUSION
What comes to mind when you hear the word “diversity?”
For many, whether they know it or not, diversity is often associated with discrimination. In today’s digitized
world, we see far too many headlines in the news about companies, large and small, global and local, that are
accused of discrimination against customers, in the hiring process, at the executive level or throughout the
organization. The fear of discrimination lawsuits and negative press prompts companies to launch diversity
initiatives. They may look something like the National Football League’s Rooney Rule,1 which requires league
teams to include ethnic-minority candidates in interviews for head coaching and senior football operation
positions. They may also mirror affirmative action practices in the form of quotas for underrepresented minorities
and women.
But most diversity initiatives stop there and become ineffective. There are countless claims against wellestablished organizations that affirmative action practices result in reverse discrimination. It causes job
applicants to avoid identifying their age, race or ethnicity on applications for employment.
What is an employer to do? The best place to start is to gain some perspective on what diversity, equity and
inclusion really mean and what they look like in the workplace.

What do these words mean?
TAKE A MOMENT:

1. Take out a piece of paper and draw a Venn diagram with four circles. Make sure you draw the circles large
enough to write inside of the them. If you are on your computer, you may simply open a blank document,
though we recommend handwriting this activity on paper.

2. In each circle, write down one of these words: diversity, inclusion, equality and equity. If you are using a
document on your computer, create four separate lists.

Diversity

Inclusion

Equality

Equity

3. Define each word by writing any words, phrases or associations that come to mind when you hear them.
When these descriptors come to mind, don’t overthink them—simply jot them all down.

1 https://en.wikipedia.org/wiki/RooneyRule
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4. Review what you wrote:
		 • What are your observations?
		 • Is each definition distinct from the others?
		 • Where might there be overlap?
		 • How are these terms related?

5. Highlight anything that stood out to you in the list, so you will remember to revisit the concept, practice
or idea in the future.

Being able to define these terms and describe how they relate is a crucial first step for embarking on any
diversity, equity and inclusion journey.

Diversity
The representation of varied identities and differences, collectively and individually.
Diversity acknowledges that we all have differences, which makes every human being uniquely diverse.
Diversity is more than just ethnicity or gender, and it’s more than just demographics. It encompasses every
person’s unique blend of demographic characteristics, experiences and perspectives. All three types of diversity
shape a person’s identity, and all our differences matter.
Demographic diversity: A person’s gender, age, race, ethnicity, sexual orientation, etc.
Experiential diversity: A person’s skills, expertise, education, affinities, hobbies and abilities.
Cognitive diversity: A person’s approach to thinking about things and solving problems.

Inclusion
The cultivation of an environment where every person is valued.
Inclusion is the cultivation of an environment where every person feels welcome and is appreciated for who
they are and for what they can distinctively offer. It means that everyone contributes to the success of the
business and the people around them. It is more than merely giving people a seat at the table to create an
illusion of inclusion. It means the manager or leader hears from all key players for that particular project and
assignment and takes into account their ideas prior to making final decisions.

“Diversity is being invited to the party. Inclusion is being asked to dance.”

2

– Verna Myers

Equality
The fair treatment of every person.
Equality is the fair and impartial treatment of every person, regardless of gender, race, disability, religion,
nationality, socioeconomic status, sexual orientation, age or any other type of diversity. Every person is
empowered to share their ideas and thoughts, and they are valued for who they are and what they bring
to the table.

2 https://learning.vernamyers.com/
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Equity
The assurance of fair treatment and equal opportunity for every person.
Equity is built on a foundation of mutual respect and dignity. It acknowledges that people do not all start
from the same place. It serves to identify and eliminate barriers that have prevented the full participation
of historically underserved and underrepresented populations. Every person deserves a fair opportunity to
develop, contribute and succeed.
These terms are distinct yet interdependent. Together,
they form a strategy, and one will not succeed without

“We’ve evolved from equality to equity. Equality
says everybody gets equal. Equity says no,
everybody gets what they need. Part of building
an inclusive environment is not how you’re going
to change the person. It’s how you’re going to
change yourself and the environment in which
the person is going to have to succeed.”

the others. An equality perspective gives way to an
equity mindset. An equity mindset coupled with
inclusive practices produces diversity. Think about
it: if you make decisions with a lens of fairness and
impartiality, you are more likely to give someone an
opportunity that you may not have otherwise given.
You have given them an opportunity to add value,

– Bernard J. Tyson, CEO, Kaiser Permanente

creating an environment of inclusion—and inclusion
attracts diversity.

Returning to the concept of the Venn diagram, it is when the four circles intersect that you will find your
diversity, equity and inclusion sweet spot.

Diversity

Inclusion

Identities and differences

The cultivation of an
environment where
every person is valued

Demographic diversity
Experiential diversity
Cognitive diversity

Equality

Diversity,
equity and
inclusion

SWEET
SPOT

Equity

The fair treatment
of every person

The assurance of fair
treatment and equality
of opportunity for
every person

Figure 1. The diversity, equity and inclusion sweet spot

Why do they matter?
Life and business are about relationships. When you sell a product or service, you are building a relationship
with someone. When you hire an employee, you are establishing a relationship with that person. In every
relationship, both people have an innate desire to be valued and respected.

3 https://hbr.org/2017/08/what-11-ceos-have-learned-about-championing-diversity
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It’s easy to lose sight of the relational aspect of business transactions. But when you build diversity, equity and
inclusion into your business practices, it demonstrates the value that you place on the human side of business.
As our world has become more accessible through the internet, social media and travel, almost every people
group and culture is available for us to learn from. Your business and business practices are available for anyone
to see. There is a wealth of information and resources available to provide you with guidance and strategies to
incorporate diversity, equity and inclusion into your business. You no longer have excuses.
Millennials and Generation Z have grown up in a digital world where borders are just lines on a map and
conversation with someone on the other side of the world is just a click away. Diversity, equity and inclusion
are crucial values to these generations and to the generations that follow. It is something they seek in any
organization they work for or buy from. It is something they are willing to represent and advocate for.
As a workforce and as customers with great buying power, these generations are a great influential force in this
industry. Millennials are already the largest generation in the workforce, Generation Z is quickly entering the
workforce, and both groups have major buying power. If you’re not already, it’s time to start paying attention.
But this is not simply a call to cater to the next generation—rather, this is a call to adapt to the shifting culture
around us.
The biggest hurdle may be for you to take an honest look in the mirror and evaluate your personal attitudes and
beliefs about diversity, inclusion, equality and equity.
• How did you define these terms?
• How do your definitions compare to this playbook’s definitions?
• In what areas might you need a shift in perspective?
• When it comes to your professional practices, what evidence of these values would be observable by others?
If you are an employee of an organization, you have a responsibility for your own behaviors, actions and
decisions. If you are a leader within an organization, you also have a responsibility to set an example for the
people you lead and to foster a diverse, equitable and inclusive culture within your organization.
Taking a stand or publishing a statement is not enough. It is important to build these into your core values,
behaviors and everyday operations.

What are the benefits?
According to Ernst & Young, highly diverse and inclusive teams have 57-percent better collaboration, 19-percent
higher retention, 45-percent more market share and 70-percent more success in new markets.4 Employees of a
different gender, age group, race and educational background, for instance, can bring different perspectives to
the conversation. Different perspectives lead to more innovation, better solutions for business problems and an
ability to reach a broader range of customers.

Rated highly for D&I, external organizations across industries report the following results:

57% Better

19% Greater

45% More Likely

70% More Likely

Team collaboration

Retention

To Improve Market Share

Success In New Markets

Figure 2. How diversity and inclusion drive performance

4 http://cdn.ey.com/echannel/gl/en/about-us/our-people-and-culture/diversity-and-inclusiveness/index.html#how-does-D-and-I-drive-performance
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What benefits might you experience as you build diversity, equity and inclusion into your business practices?
1. Increase your profitability. McKinsey & Company’s 2018 report, Delivering Through Diversity5, found that
companies in the top quartile for gender diversity on their executive teams were 21-percent more likely to
experience above-average profitability than companies in the fourth quartile. It also found that companies
in the top quartile for ethnic and cultural diversity on their executive teams had a 33-percent likelihood
of outperformance on earnings before interest and taxes (EBIT) margin. Gender and ethnic diversity are
clearly correlated with profitability, and it applies to all levels of an organization.
2. Attract a more diverse client base. When it comes to sales, customers are more likely to buy from people
they relate to and companies they identify with. Having a diverse salesforce can help you expand your
client base and reach people you may not have been able to reach before. It may help you close the sale
with that one customer you’ve been trying to reach for months, or open you up to an entirely new market.
3. Build your brand as an employer. As noted, being part of a diverse workforce is becoming of greater
importance to workers, particularly for Millennials and Generation Z. By establishing a company culture
that is reflective of diversity, it signals to prospective and current employees that your workplace is
welcoming, inclusive and collaborative.
4. Foster creativity and innovation. Employees who share similar characteristics—gender, age group,
race—have a higher probability of thinking alike. Conversely, employees who look different—who are of
a different gender, age group, race, educational background, etc.—can bring diversity of thought to the
conversation. They can look at the same room and see it very differently. If you’re looking to be on the
cutting edge to distinguish your business in the marketplace, consider looking at who has a seat at your
decision-making table.
5. Plan for the future. No matter the size of your business, it’s important to plan for the future. What’s going
to happen to your business when you move on? Whether you’re planning for your business to live on, or
for your customers to continue receiving great care, who will be your successor? Invest in your talent pool
now. Identify the people who have what it takes to launch your business forward and help them develop
their leadership skills.
If you already have diversity, equity and inclusion practices ingrained in your organization, make it known.
People make buying and employment decisions based on what a company stands for, and your diversity, equity
and inclusion practices could make all the difference.

“Sales organizations prioritising diversity are realising the powerful impact a more diverse sales
team can have on the bottom-line. A broader range of mindsets and backgrounds leads to better
thinking and innovation, along with an improved ability to overcome stale ways of working and
truly connect with the customer.
In today’s hyper-competitive environment, empathy-based selling has become critical to sales
success. The ability to listen, connect and empathise with customers is a gamechanger—
and a diverse sales force is better-placed to have empathy for its diverse customer base.”
6
– Tiffani Bova, Salesforce

5 https://www.mckinsey.com/business-functions/organization/our-insights/delivering-through-diversity
6 https://www.salesforce.com/au/blog/2018/03/how-diversity-can-drive-high-performance-in-sales.html
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What’s Your Current Employee Diversity Mix?
Take some time to assess your current employee mix to get a sense of the diversity that exists within your
organization. Depending on the size of your company, you may want to work with your human resources
manager or management team to complete this assessment. It may also be helpful to complete this
assessment by business unit, division, team or function.
The purpose of this assessment is to take a quick demographic pulse of your organization, not to categorize
or make any of your employees feel judged or discriminated against. Completing this assessment will give
you a sense of the areas where your organization could elevate its diversity mix. You may find there is a team
that could use an increase in experiential diversity to be more innovative or solve problems more creatively, or
another team that could use some fresh perspective to gain efficiency or streamline processes.
This is not a recommendation to send out a survey to collect data on your employees. Even with the best of
intentions, a survey may cause employees to be skeptical or threatened that their identity and qualifications are
being evaluated. Instead, use the data available to you through your human resources or management teams
to produce a general census of the talent you employ.
Looking at the demographic, experiential and cognitive diversity of your team, complete the Current Employee
Diversity Mix Assessment:
• What groups are represented?
• What groups are not represented?
• Is there a majority group?
• Is there a minority group?
See the example below. A blank Current Employee Diversity Mix Assessment is provided for you in Appendix A

Team or Division: Sales Team
Type of Diversity
Demographic Diversity
Age, gender, ethnicity,
race, religion, sexual
orientation, etc.
Experiential Diversity
Job roles, skills
expertise, abilities,
hobbies, education,
background in industry
vs. non-industry

Cognitive Diversity
Approach to thinking
about things and
solving problems

Groups
Represented

Groups Not
Represented

Majority Groups

Minority Groups

Example: Boomers,
Gen X; White, Hispanic,
African American,
Middle Eastern; male
and female

Millennials, Asians,
Gen Z

White and Hispanic
males; White females;
Gen X

Boomers; African
Americans, Middle
Easterners

B2B sales, B2C
sales, consulting;
design experience;
non-industry sales
experience; bachelor’s
degree; skills including
building relationships,
lead generation,
consultative sales

Marketing and
production experience
might help the
sales team make
more creative or
better-informed
recommendations
to clients; supplier
experience

Distributor sales
experience; bachelor’s
degrees; skills include
building relationships,
people management
and lead generation

Non-industry
sales experience;
design experience;
consultative sales

Team members work
individually to solve
customer issues; a few
think creatively to solve
customer issues or
create promotion ideas
to generate sales

Out-of-the-box
thinkers; collaborative
sales team

Individual approach

Creative thinkers;
collaborative problem
solvers

Table 1. Current Employee Diversity Mix Assessment

Reviewing the results of your assessment, what do you observe? Do you like what you see? In which areas of
diversity would you like to see growth? Keep these results in perspective as you progress through this playbook.
When you complete the Current ARTS Strategies Assessment (Appendix C) in The ARTS Of Diversity, Equity And
Inclusion section (Page 27) of this playbook, the results of this Current Employee Diversity Mix Assessment will
help you determine a strategy to implement or change.
15
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Inside-Out Or Outside-In?
TAKE A MOMENT:

Consider your answers to these questions: Do diversity, equity and inclusion happen from the inside-out or
the outside-in? In other words, do the things you do to bring in diverse employees produce an equitable,
inclusive environment within your company? Or, do the things you do internally to create an equitable,
inclusive environment attract diverse employees?
The things you do internally create an equitable, inclusive environment to attract diverse employees because
you must have an environment in place for diverse employees to succeed. Hiring diverse employees into an
environment that lacks equity and inclusion and hoping they will succeed does not work. Hoping they will
help make the environment more inclusive does not work either. Rather, this action sets your “diverse hires”
up for failure. Your company culture makes all the difference. It is what attracts the right people and sustains
your organization.

16
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CULTURE IS THE GLUE
Before you embark on any change to your organization, and before you make any business decision, you
need to know what your company’s culture is. Whether you have one employee or 100 employees, you have a
company culture. It defines your values and goals, and it drives your business.
Company culture is what attracts the people who will succeed to your company. It sustains your company. It’s
the glue that keeps your company together. It is the most pivotal piece—knowing who you are.

What do these words mean?
Culture
The values, goals and norms that drive behavior in a group or organization.

Values
The important and lasting beliefs shared by the members of an organization about what is good
and desirable.7
Examples: accountability, attention to detail, confidence, compassion, diligence, drive, flexibility, having a positive attitude,
honesty, inclusion, innovation, integrity, profitability, respect, reliability, sustainability, teamwork

Goals
The measurable or observable desired results of an organization’s efforts.8

Norms
Informal guideline about what is considered normal behavior in an organization based on collective
expectations between members.9
Norms are typically not published or documented. They are behaviors that seem right and acceptable within
an organization.
Examples: Keeping office doors open with the exception of confidential meetings or conference calls, sending meeting
agendas to recipients in advance, decision-making by consensus, starting team meetings with a few minutes of nonbusiness conversation and eating lunch in the breakroom

Why does it matter?
Your company culture influences whether a person succeeds in your organization. It is common to hear people
say they either left or were let go from an organization because it wasn’t a good “fit” for them. This often means
the employees’ values, goals or norms did not align with those of the team or organization.
Employers and leaders want to hire employees who will succeed in their respective positions. After all, it is costly to
lose and replace employees; the cost of recruiting, hiring and training new employees, coupled with compensating
and even training remaining employees to take on additional responsibilities until the position is filled, can quickly
add up. According to the Society for Human Resource Management, the cost of replacing a single employee is
equivalent to six to nine months of that employee’s salary. If that employee earns a salary of $80,000, then between
$40,000 and $60,000 will be used to recruit and hire a qualified professional to fill the vacancy.10 There may also be
a loss of support and continuity for customers in the interim, whether internally or externally.
Having a clearly-defined company culture and living by it benefits everyone. Specifically, a company must
have clearly-defined values. Potential employees can evaluate whether their own values align with their
7 http://www.businessdictionary.com/definition/values.html
8 http://www.businessdictionary.com/definition/goal.html
9 http://www.businessdictionary.com/definition/norm.html
10 https://www.shrm.org/hr-today/trends-and-forecasting/special-reports-and-expert-views/Documents/Retaining-Talent.pdf
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potential employer’s values prior to joining the organization. Employers have established expectations for
their employees to abide by and goals to work toward, making performance somewhat more measurable.
Employees understand what is important to the organization and what it represents. Potential customers can
decide whether they are willing to spend their money with the company.
Merely publishing a set of values and goals for the organization is not enough. Everyone in the organization,
especially executives and senior management, must be committed to living by them. Employees look to their
leaders to set an example of behavior that is expected and acceptable. After all, if leaders and managers do not
demonstrate the company’s culture, why should anyone else?
When the values, goals and norms of a company and its employees are aligned, employees experience a
stronger sense of loyalty to the company. This alignment is crucial because people want to work for companies
they believe in, which translates into a larger talent pool of people who are interested in working for your
company. Many believe this is characteristic of the next generation: the growing phenomenon of people
searching for purpose and meaning in the work they choose to do. Arguably, it’s also a natural characteristic of
human behavior, regardless of age. Humans search for meaning and purpose in most things they choose to
dedicate their time to. While the source of meaning and purpose may look different for everyone, it doesn’t hurt
to also find it in the place where we spend at least one-third of the day, five days a week. It produces a sense of
pride and contributes to a person’s level of job satisfaction, resulting in increased employee retention.

Begin The Change Cycle
Company culture can mean the difference between establishing a successful or failed diversity initiative. It does
not matter how many “diversity hires” a company makes, its mission, or the mentor-mentee relationships it
encourages amongst employees; if the company culture is unclear or inconsistent, the success of its initiatives
will not prove fruitful. If the company doesn’t already have an internal environment that will naturally support
and sustain the initiative or change, it will not survive. Employees must be on board.
Not sure your company culture is clear or how you are doing? Maybe you just need a quick check-in to
determine whether you have a healthy, thriving company culture. Start by examining your current state, then
determine your desired future state. Where there are gaps, identify what it will take to close the gaps, establish
a plan with milestones and implement your plan. After successful implementation, be sure to perform regular
check-ins to maintain the health of your organization’s culture, and look to see if there is another initiative you
can undertake to further develop your culture.

Examine your
current state.
Perform regular
check-ins.

Determine your
desired future
state.

Implement your
plan.

Identify the
gaps.
Establish a plan
with milestones
to close the gap.
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Examine your current state.
Start by assessing your company’s culture as it is today. Use the Current Company Culture Assessment to
answer two questions.
1. What are the values, goals and norms that drive your company?
2. For each item you list, would it be observable by someone new to the company or by a first-time customer?
See the example below. A blank Current Company Culture Assessment is provided for you in Appendix B

Aspects Of Culture
Values

What are the values, goals and norms
that drive my company?

Is it observable?

Example:
1. Harmony and respect
2. Authenticity
3. Innovation

1. Yes
2. Yes
3. Yes

Goals

1. Increase profitability by 3% this year.
2. Reduce production waste by 10%.
3. Increase existing customer touchpoints to at
least once per quarter.

1. No
2. Maybe
3. No

Norms

1. Employees eat lunch with others in the
breakroom, not at their desks.
2. Teams high-five at the successful conclusion
of a project.

1. Yes
2. Yes

Table 2. Current Company Culture Assessment

As an added level of assessment, ask other people to complete this exercise. Select a few people from a variety
of levels and functions in your organization. Include your senior management team and key company leaders.
Consider asking a few of your key customers. Send them a blank copy of the assessment and ask them to fill it
out. This 360-degree assessment should prove extremely valuable. Where there is consistency, you are doing
well. Where there are different or conflicting answers, you have some work to do.
It is important not to work in isolation, even if you just have a handful of employees. Company culture impacts
everyone in your organization, so be sure to include your employees. Consider creating a committee with
representatives from across the organization. The benefits will be priceless. Having employee representation in
this conversation creates buy-in among employees as a “by employees, for employees” grassroots initiative. It
empowers your employees to take ownership of your company’s culture, increasing the likelihood of adoption
and success.
What observations did you make about your current culture? Do you like what you see?

Determine your desired future state.
This is where you take some time to think about your ideal company culture. Or, maybe the organization has
been operating with implicit or unspoken beliefs and it is simply time to make them explicit.
Focus on values. These are the most important aspects of culture for your committee to define and publish.
Goals may be more appropriately defined by your company’s executive team, then trickled down through the
organization. Norms are informal behaviors that will be influenced by the values that are defined.
Ask your committee to brainstorm and develop a set of values that represent what is important to the
organization and its people. Keep in mind that, while it is great to dream, it is important to be realistic. Unless
you plan to completely change your organization, the values defined in this process should be ideal, yet still
representative of the organization today.
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Follow this brainstorming process:
1. Using sticky notes or notecards, answer the questions: “What is important at this company?” “What
is unique about working here?” Spend 10-15 minutes on this. Write every answer that comes to mind,
putting each idea on its own sticky note or notecard.
2. Keeping all cards visible, sort similar ideas into groups. Ideally, you will have five to seven groups of cards.
If there are cards that do not fit into one of the groups, put it in a “parking lot” that you can revisit later to
see if these ideas have a new place.
3. For each of the groups, come up with a word that represents the group. Often the word is written on one
or more of the cards—repetition signals importance! These words are your core values.
4. Define each core value. You can use words and phrases from the cards in that group to create a short
definition for the core value. This definition is unique to your organization because it answers what this
core value means to your company, and it incorporates terminology used by your people.
As you brainstorm, you might also review your Current Company Culture Assessment for values that showed up
consistently. Consider writing these on cards to include them in your brainstorming process.

Identify the gaps.
Now that you and your committee have assessed your current state and defined your desired future state, it is
time to identify the gaps—where your current state and future state are disconnected. This analysis will show
you where you can focus your efforts.
With your committee, take another look at the results of your current state assessment. Compare them with the
newly-defined values. How does your current state align with your desired future state?
• In what ways do the values that were identified in the current state assessment align with the newlydefined values? In what ways do the current values contradict or differ from these new values?
• In what ways do the goals that were identified in the current state assessment align with the newlydefined values? In what ways do the goals contradict these new values?
• In what ways do the norms that were identified in the current state assessment demonstrate the newlydefined values? In what ways do the norms contradict these new values?
• Where there is alignment, what can be improved or strengthened?
• Where there is contradiction or difference, what needs to change?
• In what areas is there a disconnect between what the organization values and what employee behaviors
demonstrate as organizational values?
Create a list of all the changes and improvements that you have just identified.

Establish a plan with milestones to close the gap.
There may be many areas for improvement identified. Do not let it overwhelm you. Instead, take some time to
create a plan.
Map the items on your list to understand how each item relates to other items on the list. This may help you see
the overarching, strategic actions you will need to take. It may also reveal cause-and-effect relationships that
will help you prioritize your list of changes and improvements.
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Follow these steps:
1. Write each item on a sticky note and place it on a whiteboard or large paper.
2. Move and group sticky notes as you identify items that are closely related.
3. Draw arrows between items that have cause-and-effect relationships.
4. Identify strategic actions that will impact more than one item. These may not yet be on any sticky note.
You can add them as you identify them.
5. Create a prioritized list of actions based on the strategic actions and cause-and-effect relationships you
see in your map. A starting point should become clear. As you prioritize your list, remember that you
do not need to tackle everything all at once. Consider starting with the first one or two most impactful
strategic actions, then create a high-level timeline or roadmap for the remaining items.
6. Build your project plan for your selected strategic actions. Answering these questions will help you
identify milestones, making change more achievable:
• What smaller actions do you need to take to accomplish these changes?
• What is the timeline?
• Who should be involved?
• Who will be responsible for each action?
• What does progress look like?
• What, when and how will you communicate with your employees?
• Who are your stakeholders? From whom do you need support or buy-in?
A simple tool to use to build your project plan is Microsoft Excel or a similar spreadsheet application. Here is an
example of the columns and a few tasks in a simple project plan:

Responsible
Target

%

Date

Complete

High

2/14/2020

100 %

X

Introduce new
company values at
staff meeting

High

2/27/2020

100 %

X

External
communication

Publish new company
values on website

High

2/10/2020

0

Performance
management

Integrate values
into employee
performance review
form/process

High

5/14/2020

10 %

Write interview
questions related to
new values

High

5/20/2020

25 %

Category

Sub-Category

Communication

Internal
communication

Meet with executive
team and senior
management to
review new values

Communication

Internal
communication

Communication

Human resources

Human resources Recruiting

Task

Priority

Allison

Pablo

Sheena

Steven

X

X

X

Table 3. Example of a simple project plan

The purpose of a project plan is to keep your initiative on track. It clearly defines the work to be done, tracks the
progress of each task, and identifies the priority, target date and person responsible for completing each task.
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Tips for managing a project plan:
• Store the file in a shared location so everyone involved may access the plan.
• Designate one owner of the project plan who will be responsible for its maintenance.
• Schedule regular team meetings for team members to report progress, discuss issues or 			
concerns and celebrate milestones.
• When changes are made to tasks or target dates, consider how it may affect subsequent tasks.

Implement your plan.
You have created your plan and identified the people you need to be involved. Now it is time to execute your
plan. Here are a few things to keep in mind:
• It’s ok to adjust tasks and target dates along the way, as circumstances may change, new tasks may
surface or barriers may arise.
• The key is maintaining transparent communication between all parties working to accomplish the work.
• Periodically remind your team about the goal of the work they are doing. It is easy to focus so deeply on
individual tasks that people lose sight of the overarching goal.
• Show appreciation for your team as they accomplish work and as you observe positive culture shifts in the
organization.
• Keep a pulse on the response of your employees:
		

- Will the organization be able to pivot with the new vision of its culture?

		

- What attitudinal or behavioral shifts are you really asking your people to make as you establish or 		
redefine your culture?

With organizational change, some degree of pain or resistance typically exists, but it is possible to overcome.
Success starts with commitment from you and your leadership team, as well as thoughtful, transparent
communication with employees. For your employees to adopt organizational changes and culture, they need to
trust and see the culture demonstrated by their leaders and management team.

Perform regular check-ins.
This is not a close-ended process; it is important to check the health of your organization’s culture regularly. A
best practice is to use an ongoing approach to ensure all internal communication and organizational activities
or initiatives align with your established values, goals and norms. If they are misaligned, examine the underlying
intent or motive for the communication or initiative. You might also consider completing an annual Current
Company Culture Assessment to evaluate the persistence of your defined values and goals. Regardless of your
chosen approach, remember that your company culture will thrive when it is well-maintained and cared for.

Keep the momentum.
As your organization continues to evolve, look to see if there is another initiative you can undertake to further
develop your culture. Opportunities may present themselves as you complete your annual Current Company
Culture Assessment, or needs may arise as organizational changes occur. Just remember that your company
culture is not something to implement once, then put away on a shelf.
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THE ARTS OF DIVERSITY, EQUITY AND INCLUSION
The Employee Lifecycle
The employee lifecycle encompasses the various stages of a person’s journey with an organization, from
learning about it and joining it to thriving in it and separating from it.
Many models of the employee lifecycle exist. Some include four stages, others include six or more stages. In
general, stages of the employee lifecycle might include: attraction, recruitment, onboarding, development,
retention and separation.
Attraction. Your company’s reputation, image or brand as perceived by employees, the local community
and the market.
Recruitment. Your company’s efforts to source and recruit new talent into the organization.
Onboarding. Your company’s process for introducing new hires into the organization, orienting them to the
values, goals, norms and performance expectations of the organization and their role.
Development. Your company’s continuous support of professional development to skill employees and
provide career development.
Retention. Your company’s efforts to ensure top employees are satisfied and challenged.
Separation. Your company’s approach to an employee’s exit from the organization, whether voluntary or
involuntary, including mitigation of disruption to remaining employees.
This playbook focuses on four stages of the employee lifecycle: attraction, recruitment, development and
retention. Along with each of these stages, there are four categories of interventions that an organization can
implement to impact the diversity, equity and inclusion of its workforce.
Attracting the community. Strategies for building a desirable reputation, image or brand as perceived by
employees, the local community and the market.
Recruiting new employees. Strategies for recruiting diverse talent into the organization.
Training current employees. Strategies for providing your employees with appropriate and relevant
training and professional development opportunities in an equitable, inclusive environment.
Sustaining current employees. Strategies for engaging your employees to foster an equitable, inclusive
environment, loyalty, innovation, motivation and productivity.

Focus On The ARTS To:

Attract

Recruit

Train

Sustain

Begin The Change Cycle
Once you have a well-established company culture with clearly defined values and goals, shift your focus
toward diversity, equity and inclusion. What can you do to increase diversity within the organization? What can
you do to foster an equitable, inclusive environment?
Start by examining your current state, then identify one ARTS category to focus on. Determine the strategy you
would like to implement or change and establish a plan with milestones. Once you have established your plan,
implement it and perform regular check-ins while continuing on to the next strategy.
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Examine your
current state.

Continue to the
next strategy.

Identify one
ARTS focus area.

Determine
a strategy to
implement or
change.

Perform regular
check-ins.

Implement your
plan.

Establish a plan
with milestones.

Examine your current state.
Start by completing a Current ARTS Strategies Assessment.
1. For each category, what current strategies are in place?
2. For each item you list, how does it impact the organization? Is it producing desirable results?
See the example below. A blank Current ARTS Strategies Assessment is provided for you in Appendix C.

ARTS Category

Current Strategies

Impact

Attracting The

Example:

Example:

Community

1. Sponsor events for the local food bank

1. Community exposure and good will for the
company

2. Offer one or two internships each summer

Recruiting New

1. Post new jobs on company website

Employees

2. Offer $500 incentive for employee referrals
that are hired

Training Current

1. Approve/deny employee requests to
participate in external training

Employees

Sustaining Current
Employees

2. Require all employees to complete Prop 65
training

2. Three interns have become full-time
employees
1. Applications trickle in and it takes a while to fill
open positions
2. Limited success with employee referrals who
are hired
1. Not many employees request training, but
most requests are approved if they are jobrelated
2. 100% compliance

1. All employees receive an annual performance
review

1. Process is not taken seriously by some
managers

2. Monthly birthday celebrations for employees

2. Helps maintain positive employee morale

3. Flexible summer hours for employees who
opt in

3. Many employees opt in and it does not
impact productivity, but it helps morale

Table 4. Current ARTS Strategies Assessment

It is helpful to partner with several individuals across the organization to complete this assessment, particularly
if you have a larger organization. When it comes to training and sustaining your current workforce, different
managers may have different approaches in place. You may uncover some great ideas to adopt across the
organization. You might also uncover a difference between an intended strategy and actual execution.
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What observations did you make about your current strategies?

Identify one ARTS focus area.
Review your Current ARTS Strategies Assessment. You may see more than one ARTS category that needs
attention. You may also see one or more strategies within each category that need to be corrected, adjusted
or enhanced.
Is there an ARTS category or current strategy that really stands out as needing attention? In some cases, it may
make sense to identify a new strategy to implement. In other cases, it may be more important to address a
strategy that is already in place.
If you are unsure where you should direct your focus, ask a few questions:
• Given the results of your Current Employee Diversity Mix Assessment (Appendix A), what needs to
be addressed to increase diversity in the organization?
• How engaged are my current employees? What are the challenges with employee engagement?
• Based on performance of my current employees, what skills need to be developed or sharpened?
• To meet my company’s goals, what skills need to be developed or sharpened? What talent needs
to be hired?
• What positions are vacant, need to change or should be created to better accomplish the
organization’s goals?
• What are the positions that are difficult to fill? Why?
• What are the challenges with employee retention?
• What is my company’s reputation in the local community?
As you answered these questions, you may have narrowed your focus areas. One consideration should be the
health of your current organization. Just as diversity, equity and inclusion happen from the inside-out as a result
of your company culture, so does the health of your organization. Having employees who are engaged and
properly skilled to accomplish their work is vital for the success of your organization. If it is not healthy, you will
have difficulty hiring and keeping good talent that will succeed and help your organization achieve its goals.

Determine a strategy to implement or change.
Within the ARTS category you will focus on, determine a strategy to implement or change. This may be a
strategy that is already in place and needs to be corrected, adjusted or enhanced. Or, it may be that you need to
develop a new strategy.
To help you determine a strategy, consider the results of your Current Employee Diversity Mix Assessment
(Appendix A) and your Current ARTS Strategies Assessment (Appendix C). Together, the results may direct you
toward a strategy that addresses needed improvements identified in both assessments.
The remainder of this playbook presents some common strategies you can use as you embark on your ARTS
journey. Choose one strategy from this playbook, look for one that fits your needs, or design one that is entirely
unique to your organization.

Establish a plan with milestones.
Once you have identified a strategy to implement or change, create a plan and include key stakeholders. Refer to
the process for creating a plan outlined in the Culture Is The Glue section (Page 21).
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Implement your plan.
Use your plan to track and measure progress. The success of your change initiative depends on support and
participation throughout the organization, and good, transparent communication is critical. When employees
throughout your organization are involved, they will feel change is happening with them, rather than to them.
Here are a few best practices for implementing your plan:
• It is ok to adjust tasks and target dates along the way, as circumstances may change, new tasks may
surface or barriers may arise.
• The key is maintaining transparent communication between all parties working to accomplish the work.
• Periodically remind your team about the goal of the work they are doing. It is easy to focus so deeply on
individual tasks that people lose sight of the overarching goal.
• Show appreciation for your team as they accomplish work and as you observe positive shifts in the 		
organization.
• Keep a pulse on the response of your employees:
		 - Will the organization be able to pivot with the new initiative?
		 - What attitudinal or behavioral shifts are you really asking your people to make as you work to build a
			 more inclusive, equitable workplace?

Perform regular check-ins.
This is not a close-ended process; though you may complete implementation of an ARTS strategy, it is
important to perform regular check-ins to gauge adoption across your organization. Six months or a year after
implementation:
• Are employees following the new practices or procedures that were introduced?
• How do they feel about the changes?
• What adjustments or enhancements must be addressed?
• What issues have arisen as a result of the implementation?
Keep a pulse on the performance of the strategy and its impact on the organization, and evaluate next steps in
order to maintain the health of your employees and the organization.

Continue to the next strategy.
As you wrap up one ARTS strategy implementation, look to see if there is another initiative you can undertake
to move further in your diversity, equity and inclusion journey. Perhaps return to the Current ARTS Strategies
Assessment that you completed when you examined your current state. There may have been areas that you
identified as needing attention, improvement or development. Or, complete a new assessment based on the
current state of your evolving organization.
Diversity, equity and inclusion is not a one-time strategy implementation. It is an iterative process in which
you assess and re-assess your organization’s health to identify areas of growth and development for your
organization. The effort you put into this commitment should not be motivated to check a box. Your motivation
and intent should always be for the development and care of the people that make up your organization.
Creating an inclusive, equitable workplace requires constant care and attention so that your employees can
flourish and feel valued. Once you start your journey, keep the momentum going toward a more diverse and
inclusive workplace.
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STRATEGIES FOR THE ARTS
This section of the playbook presents some common strategies you can use or adapt as you embark on your
diversity, equity and inclusion journey.

Attracting The Community
Your company’s reputation in the community and marketplace is important. If you have a reputation as a great
place to work, you will attract potential employees. The more potential employees you attract, the greater
likelihood of having a pool of prospective employees with diverse and colorful backgrounds to interview the
next time there is a vacancy. If you are known as a company that is involved in the local community or one that
is focused on sustainability or any other desirable social cause, you will attract potential customers and fans. The
more a company is involved, the greater likelihood there is for the company to gain additional exposure and
consequently, to attract more customers and fans in the future.

Tell the story of your business.
As promotional product professionals, we know that stories are powerful. Telling the story of your company can
be a powerful way to build your reputation and introduce your company to a more diverse group of prospective
customers or employees.
What story can you tell?
• Your company’s origin story. Share how your company got started and how it has evolved over time.
Illustrate its values, goals and culture. Show what is important to the organization.
• Your company’s commitment to giving back. If your company has an established giveback program or
supports a social cause, talk about it. Let your passion shine.
• Your company’s partnership with a nonprofit organization. If your company has partnered with a
nonprofit service or charitable organization, share the news. Ask engaged employees to tell about their
experiences with the organization, too.
• An employee’s success story. Feature engaged, successful employees telling their success stories—what
brings them to work, how they have grown in their careers, what they enjoy about the work they do, etc.
• A customer’s success story. Feature customers telling stories of how your work has impacted
their success.
These stories may take many forms. Here are just a few:
• Short videos. Video is an incredibly powerful marketing tool for telling stories, and they should be short
and to the point. The ideal length of your video may vary depending on the platform you use. For most
social media platforms, 30-60 seconds is ideal. Regardless, the first 10 seconds must captivate your
audience’s attention if you want them to keep watching. Longer videos may be more effective on your
website, YouTube or another video platform. It may be beneficial to have a short version for social media
with a link to the longer version on your website.
• Short, written testimonials. Written testimonials may vary in length, from one sentence to several
paragraphs. As with video, the opening sentence or two must captivate your audience’s attention if you
want them to keep reading, particularly on social media. The photo you choose to accompany the story is
also an effective way to pique your reader’s interest. On social media platforms, limit the story to a couple
of paragraphs. It may be beneficial to have a short version for social media with a link to the longer version
on your website.
• Blogs. If you have a blog set up on your company’s website, use it to tell a variety of stories. Invite an
employee to write a blog post about their career success story or volunteer experience. Invite a key
customer to write a blog post about their relationship with your company.
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Develop your social media presence.
No one can deny the power of social media. In today’s marketplace, a company’s social media presence can be
an instrumental tool. If done well, it is a way to connect with current and potential customers and employees
located anywhere around the world.
A social media strategy is helpful to ensure you have a consistent style and approach across all your posts. Some
steps to consider:
• Choose your platform based on your strategy and target audience. There are many platforms available
to your business. The two most popular platforms are Facebook and Instagram, and there are many
considerations to make when choosing between them. You could also choose to use both. If you do, be sure
to consider how to use each most effectively. In a June 2019 blogpost, Instagram vs Facebook: Which is best
for your brand’s strategy?11, social media management solutions provider Sprout Social compares the two
platforms. A few of the key differences listed in the blog post are shown in the table below.

Facebook

Instagram

Older user base

Younger user base

Text-based content

Image-based content

Higher number of users

Higher engagement of users

Communicate information

Capture moments

Share curated content

Share original content

• Like and follow existing and potential customers. They will likely follow you back, giving you the
opportunity to show them who you are and what you offer.
• Identify a social media manager. If you are serious about establishing your social media presence, identify
someone in your organization to own your social media initiative. This gives your social media presence a
consistent voice and writing style. Be sure to give this person margin in their job responsibilities to focus
on creating content and managing engagement with followers.
• Be responsive. A well-established business practice, it is important to respond to followers in a timely
manner. As technology has enabled 24/7 connectivity, people now expect prompt, near-immediate
responses when they engage with businesses. It may be unrealistic to watch and wait for customers
to engage with your company on social media, but you can set notifications to alert you when there is
activity on your social media accounts.

Connect with your community.
If you haven’t already, get involved in your community. It is a way to give back to your neighbors, while bringing
more people in touch with your brand.
A few ideas:
• Support a local, national or global nonprofit organization. Find ways to get involved with the
organization, whether it is financial support, volunteerism or advocacy. Customers and employees,
particularly among younger generations, are more likely to give their time and money to companies
that are passionate about more than simply turning a profit.
• Sponsor local events. From races to school events to little league teams, look for opportunities to be
a sponsor.

11 https://sproutsocial.com/insights/instagram-vs-facebook
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Partner with local schools and colleges.
Opportunities often exist to partner with local schools and colleges, or to get involved in programs that
support students. This enables you to invest in the future—develop the next generation of talent that joins the
promotional products industry, who are potential employees for your company. It also enables you to learn from
the students about their backgrounds and experiences, and how to relate to them and others.
A few ideas:
• Mentor a student of any age or background. Volunteer with an after-school program that pairs you with
a student.
• Offer internships to high school or college students. You gain an extra set of hands for the summer
or semester while teaching real-world skills. Be sure to check with state and federal laws regarding
hiring interns.
CHECK IT OUT:

The PPAI Intern Education Program offers foundational industry education to interns of PPAI
member companies. Visit ppai.org/intern-education for more information.
• Teach a class or guest lecture.
• Sponsor or speak to a club or student organization.
• Offer project opportunities. Many professors ask students to complete real-world projects for local
businesses. You’ll get some help with a project while allowing students to work on a real business problem.

Recruiting New Employees
When you hire new talent into your organization, your goal should be to find people who will succeed with your
company, remain engaged and contribute to the health of the organization. Often, this is easier said than done,
particularly if you are hiring for diversity. How do you find good, diverse talent that will not leave six months
after starting?
Recruiting a diverse workforce does not mean hiring someone because of their demographic diversity. It is
not about checking a box to say that your company employs people who reflect a variety of races, ethnicities,
religions, abilities or any other demographic diversities. Hiring should always be about finding people with the
right skills and behaviors for your business. When you look for new talent, expand your search and give everyone
a fair chance. You may find someone amazing who brings new perspectives and fresh talent to your team.
Most managers hire for skills. Hiring for behaviors (in addition to skills) is more important. Skills can be taught.
Behaviors are more deeply ingrained. So, be sure to hire people who exhibit the behaviors and values you have
defined for your company’s culture. This increases their likelihood of success and longevity, and their success
means success for your business and brand.

Build a diverse management team.
Working with a diverse workforce signals to prospective employees that your work environment is inclusive
and collaborative, and a diverse management team models the way for your company culture. Studies show
that diversity and inclusion initiatives are more effective when they start from the top tiers of the organization.
Leaders must demonstrate diverse, equitable and inclusive behavior, not just pay lip service to it.
Are you looking to boost innovation or creativity for your business? A study conducted by the Boston Consulting
Group12 showed that companies with diverse management teams produce 19-percent higher innovation revenue.
These teams bring diversity of thought and experience to problem-solving, and creating and approaching work
differently, which may result in innovation, efficiency and productivity.
12 https://www.bcg.com/en-us/publications/2018/how-diverse-leadership-teams-boost-innovation.aspx
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By no means is this a message to fire your management team and replace them with “more diverse” people.
Rather, as management positions become available, consider how you might source candidates differently.
Identify a diverse pool of candidates both inside and outside of your organization and give them serious
consideration. How might each viable candidate add to the culture and leadership of your organization?

Evaluate the language in your job descriptions.
The words you use in job descriptions can inadvertently exclude some candidates. Before you post your next job
opening, review the job description for biased language. Websites like Textio13 and TapRecruit14 can help you
identify and remove biased language from your job descriptions to increase engagement from a broader range
of people.
Example: “Driven” tends to be a masculine word, while “dependable” tends to be feminine.

Post job openings in a variety of networks, media and publications.
When a position with your company becomes available, where do you post it? Do you simply rely on your
existing connections like your friends, family and current employees? Do you always post it on the same
job boards, like LinkedIn and Indeed? To expand your reach with new job postings, look for new networks,
media and publications. You will access new groups of people who may not have previously had access to or
knowledge about your company.
Consider more specific, often marginalized groups and what unique perspectives or skills they might bring to
the job.
50+ workforce. As workers age, their value does not diminish. They bring great knowledge, skill and experience
to their work. Whether they are returning to the workforce after retirement or searching for a new career
direction, older workers can be an asset to your organization. Consider the nature of the work and the position
you need to fill. Does age really matter?
CHECK IT OUT:

Workforce5015 helps employers source talented individuals over 50 years of age.
Individuals returning from a career break. Many people choose to take a break from full-time employment to
raise children, and it can be a challenge to return to the workforce. Typically, employers are concerned they will
need too much flexibility, their skills are no longer relevant or they will not be invested in their work. But if you
are willing to offer the flexibility and benefits that parents look for, you may tap into a huge pool of experienced
talent that can bring productivity, diversity, perspective and balance to your organization.
CHECK IT OUT:

iRelaunch16 provides resources for employers looking to hire talented professionals returning to the workforce.
The Mom Project17 connects talented women with employers that respect work and life integration.
Fairygodboss18 works to elevate women in the workplace and connect employers with talented women.
Individuals with criminal records. Whether it’s an arrest without conviction or years of incarceration, individuals
with criminal records face a stigma and find it nearly impossible to secure gainful employment. Many people
who have felony convictions are not dangerous. Many simply made a mistake, and they need a second chance

13 https://textio.com/products
14 https://taprecruit.co
15 https://www.workforce50.com
16 https://www.irelaunch.com
17 https://themomproject.com
18 https://fairygodboss.com

35

PPAI Diversity, Equity And Inclusion Playbook
to turn their lives around rather than become repeat offenders. They have done their time and are ready to work
hard for an employer that is willing to give them a second chance.
CHECK IT OUT:

JobsForFelonsHub.com19 allows employers to submit job postings for free and provides resources for both
employers and felons to assist in the re-entry process.
70MillionJobs20 connects candidates with companies that offer second chance jobs for people with
criminal records.
IN REAL LIFE:

Hot Chicken Takeover, a restaurant based in Columbus, Ohio, with four locations, is committed to providing
supportive jobs to men and women who need a fair chance at work. No matter the circumstances—
homelessness, previous incarceration or other barriers to employment—Hot Chicken Takeover is focused
on the future and is dedicated to offering team members meaningful benefits, such as financial stability,
personal growth and professional development.21

LGBTQ+. A person’s sexual orientation, gender identity or expression does not change their ability to perform
a job, and it should not hinder their ability to build a career. Yet, many cultural barriers still exist for LGBTQ+
professionals in the workplace. Posting jobs with LGBTQ+ job boards signals to LGBTQ+ applicants that
your company culture fosters workplace equality inclusive of all sexual orientations, gender identities
and expressions.
CHECK IT OUT:

Out & Equal22 enables employers to post jobs for LGBTQ+ professionals searching for their next job.
Minorities. There are many minorities who may find more success looking for jobs through job boards and
organizations that represent and advocate for minorities. There are many national and local organizations
that represent diverse groups of people and offer career centers, job fairs or job boards. Examples include the
National Association of Asian American Professionals (NAAAP), National Association of African Americans in
Human Resources, Black Chamber of Commerce and Hispanic Chamber of Commerce.
CHECK IT OUT:

EmployDiversity23 connects candidates with companies committed to diversity and inclusion.
Professional Diversity Network24 helps employers find diverse, talented candidates.
People with disabilities. The spectrum of disabilities is vast and can include mental or physical disabilities, but
people with disabilities are capable of adding value to any organization. They typically look for stable jobs and
are more likely to have longer tenure, be highly motivated, produce high-quality work and bring positivity and
empathy to your company culture.25 Depending on the nature of the position available, there may be reasonable
accommodations you can make to enable a person with disabilities to use their unique skills to contribute in a
meaningful way.
CHECK IT OUT:

abilityJOBS26 is an employment site where 100 percent of posted jobs are from employers specifically looking
to hire people with disabilities.

19 https://www.jobsforfelonshub.com
20 https://www.70millionjobs.com
21 https://hotchickentakeover.com/our-story/our-mission
22 https://outandequal.org/lgbt-careerlink
23 https://employdiversity.com
24 https://www.pdnrecruits.com
25 https://www.business.com/articles/hire-disabled-people/
26 https://abilityjobs.com
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IN REAL LIFE:

Spectrum Designs27 (PPAI 673690), a PPB 2019 Greatest Companies To Work For, was founded with the
mission of employing young adults with autism and related developmental disabilities so they can lead full
and productive lives. PPAI spoke with Lee Anne Vetrone, development manager at Spectrum Designs, to
learn more about how the company approaches the hiring process.
PPAI: What benefits has Spectrum Designs experienced as an employer of teens and young adults with
autism and related developmental disabilities?
Vetrone: Spectrum Designs has gained a loyal, dedicated, eager and capable workforce. Our staff arrives
early, stays late, pitches in and suggests solutions and ideas to improve efficiency and workflow. They offer a
think-outside-of-the-box approach. It is refreshing and prompts our entire workforce to rethink the way they
approach tasks and challenges.
PPAI: What accommodations or considerations, if any, are important when making business decisions?
Vetrone: We put care and thought into making our workplace welcoming to all. We develop and employ
a dynamic visual workplace, designate quiet spaces, offer mindfulness and meditation and implement
training for our entire team. Emphasis is placed on our organization’s core values— people, professionalism,
health, innovation and adherence to our mission.
PPAI: What unique gifts and talents do your employees bring to the table?
Vetrone: A laser-focused attention on tasks, an ability to understand and retain concrete concepts, rules,
sequences and patterns, an eagerness to work, a desire to do well, to complete tasks, to do more and an
ability to infuse humor into situations.
PPAI: What lessons have you learned – as an individual or organization – from employing people with
developmental disabilities?
Vetrone: Each one of us has something to offer, and often the person you might assume would bring
the least to the process comes up with a solution, a process, or a plan unlike anyone else. Working with
individuals with disabilities helps debunk myths or preconceived notions of what “capable” looks, sounds
and acts like. The organization and our staff are better for it.
PPAI: What else would you like to communicate?
Vetrone: Spectrum Designs Foundation was founded with the mission to support individuals with autism
in their place of work. From our experience, we have come to know this population as eager, caring,
hardworking and focused. Our founders knew there was something more fulfilling for these individuals than
sedentary, non-productive day programs, once school-based services ended at age 21. Our organizations
endeavor to show that people with disabilities are deserving and capable of opportunities and a fare wage
for the work they do. The goal is to raise awareness regarding the abilities and employability of these
exceptional individuals.

27 https://www.spectrumdesigns.org
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Veterans. A veteran’s military experience teaches them leadership, teamwork, performance under pressure,
integrity and many other qualities that can translate to positions in a civilian workforce. Providing meaningful
employment is one way to help veterans transition from military service to civilian employment.
CHECK IT OUT:

RecruitMilitary28 connects employers with high-quality veteran talent.
Work-authorized refugees and immigrants. A resettled refugee is someone who has been forced to leave
their home country to escape war, persecution or natural disaster. Immigrants have often faced similar
circumstances or simply seek a better life. Refugees and immigrants face a challenge: restarting their lives in a
foreign land while working menial jobs far below their skill level. Many are skilled workers who struggle to find
quality employment with fair wages and benefits to build an economically-sufficient new life, care for their
families and utilize their skills in their new homeland. Whether trained outside or in the U.S., they possess skills
and experiences that can add value to your company.
CHECK IT OUT:

Upwardly Global29 is an organization committed to helping immigrants and refugees succeed. Employers
can work with UpGlo to hire talent through their program.
IN REAL LIFE:

Knotty Tie Co.30 (PPAI 720849), featured in the June 2019 issue of PPB magazine, is on mission to produce
sustainable products and employ refugees to allow them to use their skills while learning English. PPAI
spoke with Jeremy Priest, president and CEO, and cofounder of Knotty Tie, who shared details about the
company’s initiatives.
Global migration crises are likely to worsen over the coming decades with an estimated 200 million
environmental migrants alone by 2050. Rising global temperatures causing melting ice caps and rising
sea levels pose threats to coastal populations while others inland will also be impacted due to increasing
desertification and dwindling freshwater sources. Additionally, the UN forecasts the population of the world
to rise from 7.7 billion people to 10 billion by 2056, likely increasing conflicts over resources, causing further
exacerbation of the refugee and migration crisis facing the world.

Simply put: we at Knotty Tie Co. care about others and we honor the dignity of humans. That’s what makes
us who we are. We can’t ignore those 20 million refugees who have been forced from their homes and are
unlikely to ever be able to return. Refugees desperately need our help reestablishing safe and productive
lives. At Knotty Tie, we know and demonstrate each and every day that refugees are not a burden; in fact,
refugees have an abundance of skills that are at the heart of our company’s competitive advantage. Their
28 https://recruitmilitary.com
29 https://www.upwardlyglobal.org
30 https://www.knottytie.com
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abilities have a positive effect on our lives, our company, our economy and community, and if we help and
develop refugees’ skills further instead of ignoring or demonizing them, we can make our economy and
community stronger.
While we often start with basic sewing skills, we want refugee staff to learn valuable skills beyond sewing
so they can ultimately merit higher pay, take on more challenging roles within the organization, and
experience faster growth in their careers. We know each refugee staff member has incredibly unique
skills and experiences as well as unique personal and professional goals, so we take a highly individualized
approach to helping them succeed.
To date, we’ve generated and paid more than $1 million in wages to refugees.

Sites like the ones listed here are useful tools for expanding your talent pool. Candidates use these sites to
access inclusive jobs and employers hiring people like them who may not make it past the screening process
with employers recruiting from major sites like LinkedIn or Indeed. By posting your open positions on these
types of job boards, you signal to potential candidates that your company culture values people like them. As
an employer recruiting from any of these or similar job boards, you are aware your candidates are coming in
with certain backgrounds or circumstances, and it opens the door for candid conversations. In doing so, you
establish yourself as an inclusive employer.
This does not mean you should stop posting open positions in your trusted job boards. Just consider
incorporating one or two new job boards to expand your pool of potential candidates.

Ask employees for referrals.
Your employees, particularly your top performers, are a great resource for referrals. They know the culture
and are familiar with the people with whom the referral might work—and you never know who they might
know. When considering who they might refer for an open position, your employees are usually unwilling
to compromise their own relationships at work or in their personal lives by referring someone who will not
perform well on the job, does not have the knowledge or skills, or is not a good fit with the organization. If your
top performers are successful and thriving at work, they will likely refer people that will also be successful.
It also helps to offer some sort of incentive for each referral that is hired.

Adopt a blind recruitment process.
Upon review of a resumé, many people apply some level of unconscious bias that changes the way they read a
resumé and impacts a candidate’s chances of being called in for an interview.
Names often indicate race or gender.
Addresses may indicate race or socioeconomic status.
College names might indicate race or socioeconomic status.
Dates indicate age.
Hobbies, interests and volunteer work can indicate religion, race or political affiliation.
Mitigate that unconscious bias by adopting a blind recruitment process, which removes identifying information
from resumés prior to review.31 This could be as simple as asking your human resources manager to redact
identified categories of information and assigning a number or code to each resumé before forwarding them for
consideration. Or, just ask an employee that is not involved in the hiring process to use a black marker or whiteout to redact the information.

31 https://www.shrm.org/hr-today/news/hr-magazine/0418/pages/can-blind-hiring-improve-workplace-diversity.aspx
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Define your interview process and diversify your pool of interviewers.
Interviews are just as much for you to assess potential hires as they are for candidates to assess you and your
company. When conducting interviews, include more than one interview:
• Screening interview. Typically conducted over the phone, this is an initial conversation to assess the
candidate’s interest in the job and whether they meet the minimum requirements for the job.
• Skills interview. Typically conducted with the hiring manager to assess the candidate’s skill level and to
get a feel for their personality and potential fit with the team.
• Behavioral interview. This is an interview focused on the candidate’s behaviors or success factors, such
as critical thinking, adaptability or initiative. Success factors are the behaviors your organization has
identified as necessary for a person to succeed. They are typically related to the organization’s culture
and values, rather than skills required to perform a job. Skills can be taught, but success factors are not
as easy to teach.
A behavioral interview may be conducted by any qualified interviewer in your organization, regardless of
position or function. Ideally, this interviewer does not work on the team the candidate is interviewing for.
This allows for the interview to focus less on skills and more on behaviors and fit with the organization. It also
reduces the likelihood that a candidate is hired because they are “just like” the hiring manager.
For the candidate, they are exposed to another person in the organization who can speak to the culture of
the organization and their experience working there, enabling them to make a better-informed decision on
whether they will fit with the organization.

Allow potential candidates to see your company culture.
Potential job candidates evaluate your company before, during and after an interview. Many research your
company, looking for indicators of whether their values align with the apparent values and culture of your
organization. Intentionally or not, your company demonstrates its culture in more ways than during the
interview. What does your website say about your company culture and values? In what ways does your social
media presence depict your company culture and values? Particularly if you want to recruit young talent,
evaluate what your online presence and Google searches say about your company.

Training Current Employees
When budgets are tight, and even when they are not, training is often forgotten. But it is critical for the
success of your company and the development of your people. Your employees need to be skilled in the latest
techniques and technology, well-informed with the most recent legislation and laws, and engaged with their
work. Without training, your business will not be able to keep up with change or remain a competitor, which
directly impacts your bottom line. So, invest in your people to support their success and earn their loyalty.
Yes, training can be costly, but there are cost-effective ways to train your people. There is a wide range of
training solutions available. Sometimes your employees can learn from each other through peer-to-peer
mentoring or shadowing, or you can offer them the opportunity to participate in external training programs,
like conferences and seminars. It is a matter of determining what each employee needs to be successful.

Build a solid onboarding program.
Onboarding is your new employee’s introduction to the company, and it is an important opportunity to make a
lasting impression that either engages or disengages the employee. What kind of first impression do you want to
make? Work with your human resources team or key employees to design a thoughtful onboarding process that
focuses on your new hire’s experience and connects them to the organization. Think about stories you can tell
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about the organization’s history, values, vision and people. Rather than overwhelm them with information, teach
them how to find the information so they can find it when they need it.32 Because the truth is that most people
do not retain much of the information they receive at onboarding, but they remember how they felt and the
connections they made at the onset.

Enable your employees to attend external training.
Demonstrate that you are invested in your employees by including a budget line item for training. You and your
management team can work together to determine the budget and guidelines so that employees have equal
opportunity to participate in training. Encourage your employees to find job-related training opportunities, online
or in person, that will sharpen or enhance their skills to perform their job better or to grow into a new position.

Implement bias training.
In May 2018, Starbucks closed all its U.S. stores to conduct four hours of bias training in response to the arrest
of two African American men for sitting in the store without making a purchase. In June 2019, Sephora closed
all its U.S. stores to conduct one hour of inclusion and bias training in response to security being called on
an African American shopper accused of shoplifting. These reactionary responses became impetus for both
corporations to begin an internal conversation about implicit and explicit biases that each of us carries.
While a one-time training session is not enough to change a person’s behavior or remove their biases, it opens
the conversation with self and others. The benefit is that each person becomes aware of their biases and learns
to minimize the way their bias influences how they treat and interact with others. It also empowers people
to recognize each other’s differences, talk to and learn from each other, and treat each other with respect
and equality. When two people approach a conversation with respect, it is beneficial for them to discuss
their differences and learn about each other’s experiences in order to expand their own perspectives and
understanding of others. This open dialogue is an important component in building an inclusive environment.
Consider implementing a series of bias training sessions in which employees learn about bias, hear a variety
of stories and experiences, reflect on their own biases, discuss what they are learning about themselves and
others, and practice applying what they learn. It is an ongoing conversation and it takes commitment from
every person in the organization, especially top leadership, to foster an inclusive, equitable environment. Bias
will never be eliminated completely, but each person can be aware of their biases and work to minimize their
impact on others.
CHECK IT OUT:

Starbucks shared its bias training workbooks and videos online.33 On its site, the company reviews its mission
and values, establishes ground rules, and discusses bias and structural bias through video, personal reflection
and small group discussion. In the process, the goal is to open up the dialogue between participants to help
one another recognize and grow beyond their biases.

Offer leadership and management training.
Being a manager is not the same as being a leader. It is common for people to be promoted or hired into
management positions based on their skills and work experience. The problem is they are not properly trained
to make the shift from individual contributor to people-manager. They may have experience being managed
but are not equipped to manage others. Look for opportunities to train your managers, whether they are newly
promoted into a management role or have been in a management role for some time. Whether you have an
internal training team or send your managers to external training, you must help your managers succeed by
building and sharpening their people-management skills.
32 https://www.shrm.org/resourcesandtools/hr-topics/talent-acquisition/pages/dont-underestimate-the-importance-of-effective-onboarding.aspx
33 https://stories.starbucks.com/stories/2018/thethirdplace
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Leaders can exist at any level in an organization. They do not have to manage people to be leaders. These
are your influencers—the ones that other people listen to and follow without coercion. They exemplify your
company culture and values, and they might include your high-potential employees. If these leaders are
people you could trust to lead your organization into the future, invest in them now by helping them hone
their leadership skills for the organization. This could include pairing less experienced leaders with more
experienced leaders, sending them to leadership training, or starting a book club to facilitate conversations
about leadership-related topics.

Cross-train your employees.
Cross-training your employees means teaching an employee who was hired for one job function the skills
required to perform other job functions.34 This may already happen within your organization in a less formal
manner, particularly if your organization is small and your employees “wear many hats.”
The benefits of cross-training include:
• Workforce flexibility. Employees can fill in during absences or peak seasons, reducing your need to hire
temporary or new staff.
• Increased collaboration. When employees understand the processes and work involved in job functions
that are not their own, they approach teamwork with a better perspective and are able to work together
toward a better solution.
• Increased efficiency. Employees gain a better understanding of processes and how their own work
impacts others’ work, which is pivotal in gaining efficiency without compromising quality.
• Better-skilled employees. Employees broaden their skillsets, making them more valuable to the
organization.
• Better educated leaders and managers. As employees progress through the organization, they are better
educated on the work of other functions. Their perspective becomes more well-rounded, and they will be
able to relate to the employees they lead or manage. This enables managers to make better decisions for
the organization and its people.
If you implement a cross-training program, make your intentions clear to all employees and listen to concerns
of reluctant employees. Thoughtfully develop a systematic approach that takes each employee’s workload into
consideration during periods of cross-training.

Ask subject matter experts to train and share knowledge with others.
Knowledgeable employees are assets to your organization, and you can encourage them to share their
knowledge with other employees. It builds their presentation skills and shows you value their expertise and
contribution. It exposes employees to new knowledge and creates opportunities for employees to connect
and build relationships. This could include culture training, technical skills, soft skills, leadership skills or
management skills. It could be delivered as a brown bag session, an agenda item during a staff meeting or
some other format.

Encourage coaching and mentoring opportunities.
A coach’s purpose is to help someone tackle a specific challenge. The coach is typically an expert in the related
field and prescriptive in their approach. A coaching relationship is short term. When an employee faces a
professional or business challenge, connect them with a coach that will walk alongside the employee through
resolution or completion of the challenge.
34 https://www.inc.com/encyclopedia/cross-training.html
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A mentor’s purpose is to help someone navigate their career through long-term insight and guidance.
A mentor may not necessarily have expertise in the related field, and they do not need to be limited to
relationships within the organization. Formal mentoring programs in which a mentor is assigned to a mentee
do not work. These relationships are best when they form organically. Encourage your employees at all levels to
seek mentors that can help them navigate their careers. Those who are serious about finding a mentor will take
the initiative to do so.

Sustaining Current Employees
More than attracting and recruiting new employees, retaining your current employees is crucial for the success
of your business. Your people drive your business forward. Without them, who would do the work? When
it comes to sustaining your current employees, it is really about relationships: your relationship with your
employees, as well as relationships among employees. As an employer, work to build an inclusive, equitable
environment that cares for, values and supports every person in the organization.

Foster a culture of feedback.
Feedback is typically either ongoing performance feedback or formal performance feedback. Whatever the
format of feedback in your organization, your employees should know how they are performing against their
goals. Constructive feedback is crucial to a well-functioning organization.
Constructive feedback is specific, about a single event, immediate and focused on an action or behavior, not
the person. Constructive feedback may be positive or corrective, and it is important to make it conversational so
your feedback recipient can respond.
When employees receive constructive positive feedback, they learn exactly which behaviors to continue. When
positive or appreciative feedback is given on a regular basis, you create an environment where it is safe to
provide corrective feedback. And when a person feels supported and appreciated, they will work harder and feel
more comfortable taking ownership of new roles. It shows you are not taking them for granted.
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Example:
• Vague feedback: “Great job. I’m really happy with how you take charge and get things done. You’ll
be going places around here!”
• Constructive feedback: “You have demonstrated initiative in your work with little direction or
supervision. This week, you accurately identified several errors on Acme’s order and corrected them
before anything was sent to them. I trust you with our customers, and our customers trust you.
Thank you for taking initiative. Do you have any questions?”
When employees receive constructive corrective feedback, they learn which behaviors need to improve, change
or stop. If corrective feedback is not constructive, the employee may not fully understand what behavior needs
to change, and you may find yourself frustrated that it has not changed. Keep in mind the only reason to
provide corrective feedback is to motivate someone to change their behavior and to enhance your relationship.
Example:
• Negative feedback: “I don’t know what’s been going on outside of work, but your attitude has been
really poor lately. It seems like you don’t care about your role on our team and you constantly miss
meetings. You really need to get your act together.”
• Constructive feedback: “I would like to talk with you about the two meetings that you missed over
the last two weeks. You cancelled at the last minute before our team meeting last week, and you
did not show up for our team meeting yesterday without notifying anyone. As a result, I have had
to reassign several tasks on our team, causing Syed and Catherine to extend their own deadlines.
I would like to work with you to determine what may be causing you to miss our scheduled team
meetings, and I would like to hear your suggestions for how to correct the situation. What are your
thoughts?”
Ongoing performance feedback. Ongoing feedback focuses on immediate response to a specific issue or
accomplishment. It is not rated but may be included in a formal performance review. Ongoing feedback may
come from peers, supervisors and subordinates. Ongoing feedback helps an employee keep a pulse on their
daily performance.
Formal performance feedback. This is typically provided in the form of a performance review process in which
an employee’s manager recognizes accomplishments and improvements achieved during the performance
period, provides honest and constructive feedback and uses clear examples to support performance ratings.
Feedback in a performance review should never be a surprise, as informal feedback should be ongoing
throughout the year.
While everyone is responsible for providing feedback, feedback culture starts at the top of the organization.
Leaders must demonstrate a commitment to feedback by providing consistent, constructive feedback, asking
for feedback, being receptive to feedback and encouraging employees to have feedback conversations with
one another. Train your employees on giving and receiving feedback, and build in feedback mechanisms that
make sense for your organization. Together, you and your employees can help each other and the organization
be successful.

Offer great benefits and perks.
Great benefits and perks can look different for every company. Benefits are the non-wage part of the total
compensation package and can be a costly employer expense. They are also an important factor in recruiting
and sustaining employees, so a well-planned benefits package is important. Typically, benefits packages include
medical insurance, life and disability insurance, retirement income plan benefits and paid time off. Perks are the
additional benefits that may factor less into a person’s employment decision. They are generally related more to
the company’s culture and values.
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When determining your benefit offerings, consider what your employees want and need to care for themselves
and their families.
• Medical insurance

• Life and disability insurance

• Maternity and paternity leave

• Retirement income plan benefits

• Paid time off

• Company holidays

Taking your company culture into consideration, what are the perks you can offer to support employee
satisfaction and productivity? Here are just a few examples:
• Tuition reimbursement

• Flexible schedules

• Free food and drinks

• Dress code

• Fitness memberships or classes

• Paid time off to volunteer

• Cell phone reimbursement

• Bring your pet to work day

• Flexibility to work remotely

• Public transportation passes or parking permits

Your benefits and perks do not need to rival those of Google and Facebook with sleep pods and creativity days,
but they should reflect the culture of your company and the needs of your employees. The possibilities are
endless and can be as creative you want them to be.
IN REAL LIFE:

Hot Chicken Takeover, mentioned previously, offers housing and transportation assistance, access to
counseling, cash advances and flexible scheduling because these are things their employees need to build
successful, self-sufficient lives.35
Knotty Tie Co., mentioned earlier, provides its refugee workforce with the following benefits: reimbursement
for English classes and help with navigating community resources; weekly training to advance sewing,
graphic design, manufacturing, technology and management skills; bonuses for staff who complete
college courses; a $15 minimum wage; flexible scheduling to allow for employees to attend school or raise
a family while working full-time hours; 18 days paid time off and seven paid company holidays, plus paid
bereavement leave; and employer-sponsored health, dental and vision insurance for all employees with the
majority of the cost subsidized by the company.

Implement a rewards and recognition program.
Rewards and recognition encourage excellence on the job. These programs empower employees to recognize
one another for the great things they do: going above and beyond to accomplish work, helping a team member,
providing excellent customer service, etc. Rewards can be as simple as a gift card for every 10 recognitions they
receive, or as expansive as a rewards platform through which employees redeem points earned for products,
experiences or gift cards.

Develop a list of skills, talents and specialties.
It is useful to know what skills, talents and specialties your employees possess. When an employee needs
coaching in a specific area, you will know who can coach them. When there is a business problem or challenge
to be addressed, you will know which employees to consult or include to develop a solution.
If you have a large organization, it may be difficult to know all the skills, talents and specialties of your people.
As your management team builds relationships with the people on their teams, they should also be intentional
in learning about their skills, talents and specialties, including those that are not directly related to their
job responsibilities.
35 https://hotchickentakeover.com/our-story/our-mission
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The organization benefits by understanding and using the diverse skills, talents and specialties that lie within.
Employees feel known and valued as they get to contribute to the organization in ways that extend beyond their
day-to-day responsibilities. It creates connections between people across the organization.

Involve the team in decisions.
When there is a decision to be made that impacts your team or others in the organization, is the decision made
in isolation, or are others included in making the decision? All too often, decisions are handed down from above
without full understanding of how the decision might impact an employee’s work. Where possible, give your
team members a seat at the decision-making table to include them in the process. Discuss the problem to be
solved. Ask for information they may possess. Listen to their perspectives regarding the problem. Brainstorm
possible solutions together. Collect each person’s recommendations. Consider all the information. Make a
decision and follow up to inform your team members of your final decision.
The follow-up is a critical step not to be missed. Even if your final decision is different than their
recommendation, you demonstrate that you value each person’s contribution and took their input into
consideration. Don’t just give people a seat at the table to create an illusion of inclusion. Actually consider
what each person brings to the table.

Encourage collaboration.
Collaboration is a tool that connects people in an organization to produce something better than they might
have produced individually. When there is a business problem to be solved, it can be helpful to consult others
in the organization, even if their job function is unrelated. They may bring a new perspective to identify a
solution, or they may possess information that may have otherwise not been uncovered. Through the process,
employees learn from each other, contribute to organizational initiatives and build relationships across
the organization.

Organize team outings and team-building activities.
Periodically, it is good to get your staff out of the office to do something fun and build relationships. Recruit a
small committee to organize these activities and provide them with a quarterly or annual budget. It can also be
helpful to poll your employees to gauge their interest in planned activities.
A few ideas:
• Escape rooms
• Ropes courses
• Entertainment centers, like Dave & Buster’s or Top Golf
• Bowling, ax throwing, trampoline park, etc.
• 5Ks and fun runs
• Painting or cooking classes
• Food cook-offs or eating contests
• Small group lunches

Volunteer together.
Volunteering as a team enables your employees to give back to the local community while building community
within the organization. It is common for companies to have at least one local organization to which it contributes
time, resources or both. Through dedicated partnership, you can organize regular volunteer opportunities, offer
paid time-off for volunteering and participate in fundraising efforts for the nonprofit. Community service creates
great opportunities for employees to rally and work together to support a worthy cause.
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IN REAL LIFE:

PPAI partners with local nonprofit Irving Cares in Irving, Texas, which has a mission to provide focused
assistance for residents to address a financial crisis. Employees participate by serving on the board of
directors, volunteering time in the food pantry, donating new or lightly used goods and helping raise
funds at charitable events held throughout the year.

Sponsor high-potential talent.
Your high-potential employees are the ones who outperform their peers, demonstrate leadership qualities,
are coachable and could be considered the next leaders of the organization. If you have high-potential
employees in your organization, start preparing them for leadership positions now by building their leadership
and management skills. Ask your senior leaders to sponsor a high-potential employee by bringing them into
projects to expose them to the mindset and decision-making process of senior leadership. Your high-potential
employees will feel valued and, in turn, they will feel a greater sense of loyalty to the organization.

Conduct exit interviews.
When an employee voluntarily leaves the organization, conduct an exit interview to learn about their motivation
for leaving and ask for feedback. Be intentional in creating an environment that puts the departing employee at
ease, encourages open conversation and does not damage the relationship.
Here are some sample exit interview questions, as provided by a Glassdoor article published in July 2018, titled,
“13 Must-Ask Exit Interview Questions”36 :
1. Why did you begin looking for a new job?
2. What ultimately led you to accept the new position?
3. Did you feel that you were equipped to do your job well?
4. How would you describe the culture of our company?
5. Can you provide more information, such as specific examples?
6. What could have been done for you to remain employed here?
7. Did you share your concerns with anyone at the company prior to leaving?
8. If you could change anything about your job or the company, what would you change?
9. Management is often a key factor in an employee’s decision to leave. Were you satisfied with the way you
were managed?
10. Did you have clear goals and objectives?
11. Did you receive constructive feedback to help you improve your performance?
12. How can our company improve training and development programs?
13. Would you consider coming back to work here in the future? In what area or function? What would need
to change?
From the information they provide, reflect and consider what you can learn from the exit interview. You could
gain insight that helps reduce turnover, uncovers organizational or people problems that are not obvious and
becomes impetus for change. If you identify any actionable information, take the appropriate steps to make
changes before the point is lost. If you uncover a serious organizational or people problem, be sure to follow up
immediately with each person involved.

36 https://www.glassdoor.com/employers/blog/7-must-ask-exit-interview-questions
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CONCLUSION
Whatever your strategy may be, remember two critical components: accountability and leadership
commitment. Accountability is your willingness to take responsibility to follow through on a change initiative.
Leadership commitment is the assurance of support from your leadership and management teams to foster a
diverse, equitable and inclusive organization. Your leaders and managers work closely with their teams, greatly
influencing an employee’s experience, making accountability and leadership commitment key to creating an
organizational culture that is diverse, equitable and inclusive.

With technology innovating constantly and rapidly, it has forever changed the organizational landscape that
our employees work in every day. To keep up with changing demands while continuing to meet employees’
needs, companies must explore strategies for attracting the community, recruiting new employees, and
training and sustaining current employees, all while keeping diversity, equity and inclusion top of mind. Having
an inclusive workforce not only ensures the company is actively striving to create a diverse organizational
culture, but also shows the company is seeking the sundry skillset, experience, perspectives and personalities
that employees of differing demographics can contribute to their company.

Every person is uniquely different and carries an individual set of attributes, knowledge and qualifications that
are exclusive to them. But this exclusivity can also provide unlimited value to a company, especially one that is
looking to remain competitive, current and relevant. This playbook provided examples of strategies that can be
used to establish a diverse organizational culture and workforce, along with other ways companies can nurture
its workforce, including benefits packages, training opportunities and recognition. As an employer, you are
looking for smart, dedicated workers who will contribute to the success of your organization. It is easy to put the
responsibility on the employee, but employers must recognize their critical role of creating inclusive, equitable
workplaces where employees feel valued and supported. This empowers people to thrive at work, driving
success for your business.

All you have to do to get started is take the first step.
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Appendix A: Current Employee Diversity Mix Assessment
Purpose: The purpose of this assessment is to take a quick demographic pulse of your organization, not to
categorize or make any of your employees feel judged or discriminated against. Completing this assessment
will give you a sense of the areas where your organization could elevate its diversity mix.

Definitions:
Demographic diversity: A person’s gender, age, race, ethnicity, sexual orientation, etc.
Race: A person’s physical or genetic attributes, such as skin color
Ethnicity: A person’s cultural identity, including language, religion, customs, dress, etc.
Experiential diversity: A person’s skills, expertise, education, affinities, hobbies and abilities.
Cognitive diversity: A person’s approach to thinking about things and solving problems.

Recommendations: Depending on the size of your company, you may want to work with your human
resources manager or management team to complete this assessment. It may also be helpful to complete this
assessment by business unit, division, team or function.
Rather than send out a survey to collect data on your employees, use the data available to you through your
human resources or management teams to produce a general census of the talent you employ.
Looking at the demographic, experiential and cognitive diversity of your team, complete the Current Employee
Diversity Mix Assessment. Refer to the What’s Your Current Employee Diversity Mix section (Page 15) of this
playbook for an example.

Next Steps: Upon completion of this assessment, ask yourself:
• What do you observe?
• Do you like what you see?
• In which areas of diversity would you like to see growth?
When you complete the Current ARTS Practices Assessment (Appendix C) in The ARTS Of Diversity, Equity And
Inclusion section (Page 27) of this playbook, the results of this Current Employee Diversity Mix Assessment will
help you determine a strategy to implement or change.
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Appendix B: Current Company Culture Assessment
Purpose: The purpose of this assessment is to describe your company’s culture as it is today. Completing this
assessment will answer two questions:
1. What are the values, goals and norms that drive your company?
2. For each item you list, would it be observable by someone new to the company or by a first-time customer?
Definitions:
Values: The important and lasting beliefs shared by the members of an organization about what is good and
desirable.
Examples: accountability, attention to detail, confidence, compassion, diligence, drive, flexibility, 		
having a positive attitude, honesty, inclusion, innovation, integrity, profitability, respect, reliability,
sustainability, teamwork
Goals: The measurable or observable desired results of an organization’s efforts.
Norms: Informal guidelines about what is considered normal behavior in an organization based on collective
expectations between members.

Recommendations: Ask other people to complete this exercise. This may include people from a variety of
levels and functions in your organization, your senior management team, key company leaders, a selection
of employees and your key customers. Consider creating a committee with representatives from across the
organization. If you only have a handful of employees, include them all.
Send them a blank copy of the assessment and ask them to fill it out.

Next Steps: As you and your committee review the collective results of this assessment, answer these questions:
• What do you observe?
• What are the consistencies across the completed assessments?
• What are the differences across the completed assessments?
• Do you like what you see?
Where answers are consistent, you have well-established elements of your company culture. Where there are
different or conflicting answers, you will need to more clearly define your desired values, goals and norms for
your organization.
Refer to the Culture Is The Glue section (Page 20) of this playbook for a sample assessment and guidance on
next steps.
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Appendix C: Current ARTS Strategies Assessment
Purpose: The purpose of this assessment is to identify the strategies you currently have in place to attract
your community, and to recruit, train and sustain your employees. Completing this assessment will answer
two questions:
1. For each category, what current strategies are in place?
2. For each item you list, how does it impact the organization? Is it producing desirable results?

Definitions:
Attracting the community: Strategies for building a desirable reputation, image or brand as perceived by
employees, the local community and the market.
Recruiting new employees: Strategies for recruiting diverse talent into the organization.
Training current employees: Strategies for providing your employees with appropriate and relevant training
and professional development opportunities in an equitable, inclusive environment.
Sustaining current employees: Strategies for engaging your employees to foster an equitable, inclusive
environment, loyalty, innovation, motivation and productivity.

Recommendations: It is helpful to form a committee or to partner with several individuals across the
organization to complete this assessment, particularly if you have a larger organization. This may include
human resources, your senior management team, key company leaders or a selection of employees from across
the organization.

Next Steps: As you and your committee review the results of this assessment, answer these questions:
• What do you observe about your current strategies?
• Which current strategies need to be corrected, adjusted or enhanced?
• Which ARTS categories or current strategies need attention?
• Is there an ARTS category or current strategy that really stands out as needing attention?
Refer to The ARTS Of Diversity, Equity And Inclusion section (Page 27) of this playbook for a sample assessment
and guidance on next steps.
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Learn more about PPAI’s Diversity, Equity and Inclusion program at:
https://www.ppai.org/advocacy/diversity-inclusion

As you embark on your diversity, equity and inclusion journey, reach out
to PPAI’s diversity and inclusion program manager to:
Share your experience
Ask for assistance or advice
Request a facilitated workshop

Julie Kwan, Diversity & Learning Engagement Manager
juliek@ppai.org
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