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INTRODUCTION

The City of Winnipeg is a community of incredible diversity. Over 40% of our
population is either Indigenous or racialized. Indigenous peoples, those who identify
as First Nations, Inuit and/or Métis, comprise 12.2% of Winnipeg’s population and
18% of Manitoba’s overall population. Racialized peoples, who identify as non-
white, form 28% of Winnipeg's population, and 17.5% of Manitoba’s population.
18.3% of Winnipeggers are immigrants to Canada; the vast majority of newcomers
joined our local community in the last 20 years (2016 Census, www.12statcangc.ca).
Nearly one in six people are living with disabilities (https://www.barrierfreemb.com/
disabilitiesinmb).

As a result, Winnipeg businesses are dependent upon, and need to be able to
respond to, the various needs and expectations of these important demographics.
A recent increase in awareness of systemic racism and other forms of discrimination
towards racialized and Indigenous peoples, women, persons living with disabilities,
and 2SLGBTQ+ communities have led to better understanding of the impact on
businesses, their employees, and the communities who are being served by those
businesses.

The Winnipeg Chamber of Commerce (The Chamber) is committed to reflecting

the community that we serve by ensuring that principles of equity, diversity and
inclusion (EDI) are put into practice at The Chamber and is also committed to assisting
our Winnipeg community and member businesses in doing the same. In 2021, The
Winnipeg Chamber created CODE (Commitment to Opportunity, Diversity and
Equity). CODE is a movement to assist and support our member organizations to
prioritize and implement EDI strategies.

CODE brings together and makes accessible EDI resources and programming to assist
our members as they embark on practicing EDI within their own organizations.

This guide provides tips and suggestions for how to get started developing and
implementing an EDI action plan and may be adapted to the size and needs of your
organization.
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What is EDI?

“EDI" stands for equity, diversity and inclusion, and
describes the efforts that organizations make to “create
meaningful, systemic change toward more equitable
environments” (https://www.ywboston.org/2019/03/
beyond-the-acronym-EDI/). For many, practicing EDI
requires an entirely new set of considerations and

skills that are often underdeveloped. This Resource
Guide is intended to help your organization embark
on its EDI journey. We have also included a glossary of
some common terminology at the end of this Resource
Guide and have included links to additional resources
throughout.

Why EDI?

It is our collective obligation to minimize barriers to full
participation in our society for all peoples in a way that is
fair and just. Not only does implementing an EDI action
plan make good on our collective obligation to ensure
that all people can enjoy the benefits of our society
equally, implementing a carefully constructed and
executed EDI plan is also great for business.

The “business case” for EDI has been extensively studied
over the last two decades. Some of the benefits include:

= Greater market share: inclusive companies are able
to respond to the needs and expectations of their
clientele;

= Better decision-making: inclusion of diverse voices
disrupts poor decision-making caused by groupthink;

= Increased employee engagement: equitable and
inclusive organizations attract greater discretionary
effort from employees;

= Better financial performance;

= Greater innovation and leverages a range of untapped
backgrounds and skills;

= Employee recruitment and retention;

= Avoiding the hidden costs of exclusion: loss of
institutional memory, the financial cost of training, and
untapped or lost talent.

As our society becomes more diverse, and people
regardless of their background have become more
attuned to the impact of structural inequalities has on
ourselves and our neighbours, expectations on the
part of the public that organizations will demonstrate
responsible leadership have increased; those
organizations who recognize these realities are better
able to respond to those expectations.

What is an EDI Action Plan?

An EDI action plan is a foundational document intended
to guide an organization in its efforts to be more
equitable and inclusive. An EDI action plan should
contain key components which:

= State the core commitment to equitable principles and
how those principles are important to the values and
strategic objectives of the organization;

= Qutline the strengths and challenges of the
organization with respect to EDI;

= Assess readiness to implement an EDI action plan;

= Address the need for equitable practice in all functions
of the organization and its culture;

= Target specific needs of the organization and its
people;

= Assign responsibility for oversight and tasks.

The process of creating and implementing an EDI action
plan can feel daunting. The Chamber’s Resource Guide
can help your organization get started by offering a
framework and strategies to begin this important work,
which has a beginning, but not an end. Ongoing effort
is necessary to create equitable workplaces. Using a form
of continuous program evaluation, such as the one in
this Resource Guide, can help organizations navigate this
ongoing process.
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THE EDI PLAN CYCLE:
ENGAGE - ACT - (RE)ASSESS & ADJUST

THE EDI
PLAN
CYCLE

(re)assess and adjust

® Gather updated data
® Measure deliverables against benchmarks
¢ |dentify areas for improvement, barriers and challenges

® Deepen understanding of the ways in which barriers to inclusion
develop or are reinforced within the organization.

® Analyze data and adjust EDI action plan as necessary,
repeat cycle.




ENGAGE

The successful implementation of an EDI action

plan requires not only commitment, but personal
engagement from leadership. Leaders from all areas
of the organization, including operations and middle
management (if applicable) need to be engaged in
driving change in order to convey to each member of
the organization that inclusion and equity are not only
important values to uphold, but that it makes good
business sense as well.

“Leading people with varying social identities and
creating an inclusive environment to leverage those
differences are core diversity and inclusion leadership
skills. But those skills are not intuitive or even, in

some respects, natural. Research shows that everyone
unconsciously tends to invest more in relationships with
people who are like themselves — who share similar
identities, backgrounds or interests” (Nalty, 2019). Even if
unintentional, this affinity bias leads to marginalization
of employees in under-represented groups within any
organization.

There are many types of bias, and all people have biases.
Our biases can be harmful to others, even when we do
not intend them to be. Barriers to equity and inclusion
can be found in the policies and practices of any
organization as well as in the culture of the organization.

Some barriers include:

= Social isolation;

= Lack of influential mentors and sponsors;

= Unequal access to leadership opportunities;

= Lack of candid and constructive feedback;

= Pay inequality;

= Not having fair opportunity for promotion;

= Lack of informal networking opportunities with
influential colleagues;

= Unequal access to business development
opportunities;

= Fewer opportunities for high-quality work
assignments (Nalty, 2019).

In addition to personal commitment and engagement,

ensuring that adequate financial resources have been
allotted to implement an EDI action plan. During
difficult financial times, it can seem like EDI is an
additional expense but not a“must have”. Not assigning
resources to EDI efforts, however, has its own hidden
costs. For example, staff turnover increases the cost of
training and onboarding, results in lost productivity,
can cause damage to reputation, and lost institutional
knowledge. Similarly, the failure to practice inclusion
and equity can result in reduced discretionary effort on
the part of employees, and decreased client satisfaction.

Learning can take many forms, including self-study and
workshops, and all approaches have a role to play in
advancing the goals of your organization. “Diversity
training”is an unregulated industry; it is important to
choose the education program that will best fit your
organization’s needs from practitioners who understand
the ways in which workplace culture, policies and
practices work to support, or to detract from, equity in
the workplace.



An understanding of how biases can contribute to
exclusion and inequity is the first step to doing the hard,
personal and collective work of unlearning biases and
changing workplace culture for the better. Learning
should be continuous, and an education cycle should
be established to ensure that deeper understanding of
these concepts.

Learning topics should include how bias affects personal
and collective decision-making and how to engage in
anti-racism/anti-oppression in the workplace.

Itis impossible to develop an EDI action plan without
understanding the strengths and challenges facing the
organization and its employees. Gathering quantitative
data, such as demographic information, or the number
of times a person has applied for promotion, can assist
in identifying hidden barriers to inclusion. Gathering
quantitative data also helps to establish a baseline
against which the organization’s progress can be
measured. Some quantitative data can be gleaned from
existing records, such as rates of hire, retention and
promotion, for employees of differing backgrounds,
but other data must be obtained from the employees
directly.

Gathering qualitative data, or experiential data,

helps the organization to understand in what ways
the organization’s culture, policies and practices

are affecting employees. Employees’ participation

in gathering data must be voluntary, both because
the information being collected is protected by the
Manitoba Human Rights Code, and because some
employees may have experienced related trauma
inside or outside of the workplace, even if the employer
does not think this is the case. Employee engagement
surveys are one such mechanism.

Itis important to distinguish between gathering helpful
data and data which is not helpful. An employee
engagement survey, for example, might give you
information that only 10% of employees are dissatisfied
with the organization’s culture. Without knowing how
those employees identify in terms of Indigeneity, race,
gender identity, ability, sexual orientation, however, it is
difficult to ascertain if there are barriers to inclusion that
are affecting some employees disproportionately.

By disaggregating data — breaking down information
collected into smaller information units - the
combination of quantitative and qualitative data can
reveal how the workplace environment is impacting
people of differing identities, such as the experiences
of women as compared to men within the workplace.
Disaggregated data can also help shed light on why




some employees feel excluded. Collecting the wrong
kind of data can be as ineffective, and perhaps even

as harmful as not collecting data at all, causing the
organization to miss important information which
affects the well-being of employees and the success of
operations.

When gathering data, it is important to carefully

frame questions to determine what the experiences of
employees (or clients) from equity-deserving groups
are, irrespective of genders, sexual orientation, dis/
ability and race; for Indigenous and racialized persons in
particular, not every community experiences racism in
the same ways.

Depending on the size of the organization, it is possible
to collect some of this data internally, however, an
equity and inclusion professional can assist in the
process of gathering and analyzing data and to make
recommendations for remedial action.

Once barriers to inclusion are identified, then the
organization is able to set EDI priorities, align those
priorities to the strategic plan, and take corrective action.

It is important that findings are communicated to
employees, especially those with supervisory functions
over staff, so that they can assess their own progress in
removing barriers to equity and inclusion.

A benchmark is an organizational standard of
performance, usually stated as an end result or outcome.
Benchmarks help organizations achieve high-quality
results when implementing an EDI action plan and can
assist in assessing your organization’s current EDI efforts,
engage staff and management, set short and long-

term goals, and measure progress (Centre for Global
Inclusion).

There are many ways to set benchmarks. One well-
researched and free resource is the Global Diversity
Equity and Inclusion Benchmarks: Standards for
Organizations Around the World. This free resource has
been produced by the Centre for Global Inclusion, a not-
for-profit organization and is available in English, French
and Spanish and Portuguese.

These benchmarks set five levels of progress in 15
different categories which are divided into four groups
by general function:

= Foundation Group: Drive the Strategy (vision,
leadership, structure)

= Bridging Group: Align and Connect (assessment,
communications, learning, sustainability)

= Internal Group: Attract and Retain People
(recruitment, advancement, compensation, benefits
and flexibility)

= External Group: Listen and Serve Society
(community, services and products, marketing and
responsible sourcing).

These benchmarks can be adapted as appropriate for
each organization. Although adopting the benchmarks
as a whole may seem daunting for even the most
committed organization, the benchmarks provide

an objective basis against which to measure current
performance and support equity in all aspects of an
organization’s operations.

One phenomenon that occurs too-frequently is the
relation of all EDI functions to Human Resources
departments; the use of benchmarks such as the
GDEIB Benchmarks help avoid that pitfall by reminding
leadership that EDI efforts do not relate only to internal
employment functions.

https.//centreforglobalinclusion.org/




ACT

Develop a communications strategy to
obtain and reinforce buy-in

Change is hard. Change that is not understood

is harder. It is essential that each organization
developing and implementing an EDI action plan have
a communications plan which openly and transparently
explains:

= The“Why” of implementing an EDI action plan - why
EDI is important to the success and values of the
organization;

= The“How" of implementing an EDI action plan — what
actions are being taken and their purpose at each
stage of the process, from strategic planning to data
collection to policy and procedure changes;

= What steps the organization is taking to support
management and employees throughout the process;

= The personal and collective commitment of
organizational leadership to EDI;

= The ways in which leadership are personal engaging in
EDI processes to that end;

= The expectation that all members of the organization
will fully support EDI for the betterment of the
organization.

Implement structural change to meet
strategic priorities, reduce bias, and
support a culture of equity

Changing structures to advance an EDI action plan can
support immediate change to process. While research
has shown that it can be very difficult to eliminate
biases, it is possible to use behavioural design to

make structural changes which reduce the impact of
personal biases on decision-making. Operationalizing
bias-reduction strategies and implementing structured
decision-making processes also signals a change in tone
and culture. These strategies can relate to processes
generally or to human resource functions specifically.

Establishing structured decision-making processes
to ascertain the impact of decisions on marginalized
employees, clients, and the business as a whole prior to
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implementation are key to meeting strategic priorities
and reducing bias in decision-making. Structured
decision-making processes can:

= Improve budgeting and make budgeting more
equitable;

= Help determine if there are inadvertent barriers to
equity in existing policies and procedures;

= Inform new and revised policies and processes to
support equity including:

P Social procurement - using existing purchasing
to promote social, environmental and cultural
goals;

» Service and product development;
» Marketing and customer service;

» Provide better supports to marginalized staff.

Some bias-reduction strategies relating to human
resource functions include:

= Review and revise policies human resources policies
relating to respectful workplace and workplace
harassment to account for inherent power imbalances
between employees and to include the ways in which
inter-personal oppression occurs, such as micro-
aggressions and everyday racism;

= Anonymizing resumes/job applications to reduce bias
based on the names of candidates;

= Standardize interview processes including interview
questions and scoring of candidates;

= Standardize performance reviews using skills-based
criteria; eliminate peer reviews and self-assessments,
which can influence the employer’s performance
reviews.



Carefully considering the language of job
advertisements is another way to signal an openness
to diverse candidates can prevent job-seekers from
choosing not to apply, such as avoiding prescriptive or
rigid qualifications, including equivalent qualifications.

Organizations sometimes assert that they wish to hire
diverse candidates, but they simply cannot attract a
large enough pool of diverse candidates from which

to hire. Adjusting processes to reduce bias in hiring

also includes expanding where jobs are being posted

to target members of marginalized communities.

In addition to well-known methods of job posting,
employers should also seek candidates in places they are
more likely to engage, such as:

= Post-secondary student associations and support
centres, such as Red River College Polytechnic’s
Indigenous Student Support Centres or University of
Manitoba'’s Muslim Students’ Association;

= Community Resource Associations, such as Rainbow
Resource Centre and Manitoba Association of
Newcomer Serving Organizations (MANSO);

= Cultural associations, such as Black History Manitoba,
Queer People of Colour Winnipeg (QPOC);

= Indigenous governing bodies, such as the Assembly of
Manitoba Chiefs and the Manitoba Métis Federation.

Organizations may also consider partnering with
educational or other institutions to produce
programming which attracts diverse candidates.

There are many ways to support cultural change within
organizations, including:

= Embedding the practice of EDI into position
descriptions as an essential component of every
position, reinforcing that inclusive and equitable
practice/leadership is expected from all leaders and
employees;

= Implement organization-wide education plan
providing both formal and informal opportunities for
learning;

= Establishing employee resource groups (affinity
groups) to support inclusion and equity efforts and
provide a place of safety to marginalized employees.

(RE)ASSESS AND ADJUST

The process is a cycle; data should continue to be
collected to provide the basis for evaluation at
reasonable intervals to:

= Measure deliverables against benchmarks;

= |dentify areas for improvement, barriers and
challenges;

= Deepen understanding of the ways in which barriers
to inclusion develop or are reinforced within the
organization;

= Adjust the EDI action plan as necessary.




DOS AND DON'TS

DO:

Ensure senior leadership sets the tone for
successful implementation of an EDI action
plan by communicating expectations and
demonstrating engagement to employees.

Have a communications strategy to obtain buy-in
and overcome resistance.

Be able to articulate why equity, diversity and
inclusion is important to the success of your
organization and to your organization’s role in
your community.

Seek professional assistance with those areas
of the EDI action plan where internal capacity is
insufficient.

Ensure that there are adequate budget and staff
resources to support EDI efforts.

Implement actionable anti-racism policies as a
complement to pre-existing anti-harassment and
respectful workplace policies at the operational
level.

Use structured decision-making processes to
reduce bias, increase objectivity, and anticipate
negative impacts before implementation.

Compensate marginalized employees if their lived
experience and skills which fall outside of their
normal job description are being used to support
your organization’s EDI efforts.

Familiarize yourself with trauma-informed
leadership techniques to better support
marginalized staff.

Recognize that not everyone can bring their
whole selves to work each day and “fit in” without
changing or suppressing aspects of their identity
while at work to do so.

Consider whether exit interviews would provide
helpful information to evaluate your EDI efforts. If
conducting exit interviews, do develop a formal
policy with respect to exit interviews which clearly
address issues of confidentiality, trauma-informed
processes, employee concerns with respect to
retaliation, and how the information shared will
be used.




GLOSSARY

ANTI-RACISM: Anti-Racism is defined as the work

of actively opposing racism by advocating for
changes in political, economic, and social life (Race
Forward). Anti-racists support anti-racist policy
through actions or the expression of anti-racist
ideas which include that racial groups are equals in
their apparent difference, there is nothing wrong
with any racial group, and that racist policies are the
cause of racial injustices (Kendi).

DATA: s information that can be used to inform

decision-making. Quantitative data can be
numerically measured, such as demographic
information about the number of racialized persons
in a workplace. Qualitative data is descriptive and
is used to understand experiences but cannot be
measured in numerical terms. In combination,
quantitative and qualitative data which has also
been disaggregated (data has been taken from the
whole and broken down into smaller information
units) highlights the effect of the organization’s
practices, policies, and culture on particular
individuals and groups.

DIVERSITY, EQUITY AND INCLUSION/EDI:

EDI theories and processes designed to promote
equity, diversity and inclusion within organizations
and society which must include an understanding
of why and how exclusion, inequity and a lack of
diversity occur. Also expressed as “DEI", or diversity,
equity and inclusion.

Diversity is the representation of members from
all marginalized groups within an organization.

A diverse workplace means that employment

has been accessed by people of different ethnic,
cultural, racialized backgrounds, Indigeneity,
religions, genders, sexual orientations and varying
abilities at all levels of the organization.

Inclusion refers to the equal treatment of members
from all marginalized groups within an organization
beyond mere physical presence or representation
which permits full and equal participation in

the processes and culture of the organization.
Marginalized persons are not just incorporated into
existing structures, cultures and practices, but have
the power to affect those structures, cultures and
practices.

Equity refers to the removal of barriers to inclusion
so that all persons can fully and equally benefit
from, and participate in, our organizations and
society. Synonymous with substantive equality as
opposed to formal equality.

EQUITY-DESERVING GROUPS: Marginalized

communities who have identified barriers to full
participation in our society due to disadvantage and
discrimination and actively seek social justice and to
have harms repaired.

EVERYDAY RACISM, MICROAGGRESSIONS

AND SYSTEMIC RACISM: Everyday racism
involves elements such as tone, demeanour,
language, a gaze, forms of surveillance, hostility
and differential treatment. Everyday racism is not
a singular act, but a multidimensional one whose
impact is cumulative. To address everyday racism,
which stems from racist messaging so pervasive

in our culture as to be invisible, shifting the focus
from the intent of the actor to the outcome for the
recipient is essential, as discrimination and harm
occur regardless of awareness of the actor’s own
motives and attitudes (Dr. Philomena Essed, 2002).

The Manitoba Human Rights Code explicitly

states the intent to discriminate on any protected
ground is not necessary to prove discrimination has
occurred [s. 9(1.1)].

Microaggressions are the everyday verbal,
nonverbal, and environmental slights, snubs, or
insults, whether intentional or unintentional, which
communicate hostile, derogatory, or negative
messages to target persons based solely upon
their marginalized group membership. In many
cases, these hidden messages may invalidate the
group identity or experiential reality of target
persons, demean them on a personal or group
level, communicate they are lesser human beings,
suggest they do not belong with the majority
group, threaten and intimidate, or relegate them
to inferior status and treatment (Dr. Derald Wing
Sue); can have significant negative health impacts
and other impacts on day to day lives of the target
persons, particularly when colliding with systemic
racism.



Systemic racism refers to the structures of power
and oppression built over centuries in Canada (and
elsewhere) that enforce the racial hierarchies that
confer benefits on certain people at the expense of
others. Systemic racism provides a scaffolding that
can operate to the disadvantage of and cause harm
to Indigenous and racialized people even without
the conscious intent to do so.

GROUPTHINK: A form of cognitive bias where the

desire for group consensus overrides good decision
making by causing people to ignore information

or stating objections to avoid disharmony in the
group, leading to poor-decision making.

Diverse teams where multiple viewpoints are valued
and included produces the friction necessary to
challenge groupthink and make better decisions.

MARGINALIZED: To push groups or people to the

edges or margins of society, to place in a position
devoid of power or influence within institutions or
our society in general. Marginalized persons are
denied equal involvement in mainstream economic,
political, cultural and social activities.

RACE: A socially-constructed process of categorization

of people based on the physical characteristics of
members of a group which are then assigned social
meaning on the basis of those characteristics. For
example, people with dark skin, curly/kinky hair
texture, and full noses and lips have been “raced” as
Black.

RACIALIZED: The process by which societies

construct “races” as real, different, and unequal

in ways that matter to economic, political and
social life (Ontario Human Rights Commission).
For example, the racialization of Black peoples has
been used to justify unequal treatment, such as
segregation.

EQUITY IMPACT ASSESSMENTS: An Equity

Impact Assessment (EIA) is a systematic examination
of how different marginalized communities will
likely be affected by a proposed action or decision.
ElAs are used to minimize unanticipated adverse
consequences in a variety of contexts, including the
analysis of proposed policies, institutional practices,
programs, plans and budgetary decisions. The EIA
can be a vital tool for preventing institutional racism
and other forms of oppression and for identifying
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new options to remedy long-standing inequities
(www.raceforward.org).

Developed using the model used in conducting
environmental impact assessments, impact
assessments (which need not be limited to impacts
on racialized or Indigenous peoples) create a
mechanism for structured decision-making,
leading to more equitable outcomes and reducing
unintended impacts on marginalized employees or
groups.

STRUCTURAL CHANGE: Structural change

refers to the ways in which operational practices,
policies and procedures can be changed to improve
functionality; in the case of structural changes to
support equity, those changes will be targeted

to neutralize bias, improve decision-making, and
create a culture of equity within the organization.

TRAUMA-INFORMED PROCESSES:

Processes which are trauma-informed include

an understanding of how trauma occurs, how
prevalent trauma is in our society, how to recognize
the impact of trauma on individuals and groups,
and how to engage with people who have been
traumatized without causing additional harm.
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MORE INFORMATION

EQUITABLE SOLUTIONS CONSULTING:
Laurelle Harris, Principal

Email: Iharris@equitablesolutions.ca

Phone: (204) 957-6413

THE WINNIPEG CHAMBER OF COMMERCE CODE PROGRAM:
Sanjana Vijayann, Diversity and Inclusion Manager

Email: svijayann@winnipeg-chamber.com
Phone: (204) 944-3316
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OUR CODE
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If you require this document in an alternative format, please contact
Kayla Buehler at kbuehler@winnipeg-chamber.com




