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Presentation Notes
Hi there, I’m Beth German and this is a discussion about project management and diversity – an important topic for all of us. I’m an assistant professor at the University Libraries in College Station. My librarianship is focused on bridging user experience with project management. And beyond of library services are useful, usable, and desirable, we’re also striving to include the intersectionalities of identities and background as a user experience issue. This is coming from many angles, we have a diversity committee that is dedicated to the issue but it is my goal as I build a formalized project management program and provide training for both formal and informal project management, that we can have a critical eye on the way we design services and manage projects. 


Context
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So let’s start with context. The questions of what we mean by diversity, why it’s important, and where this conversation exists in the PM problem space.  
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https://matthew.reidsrow.com/articles/173

If you search for “stress in the workforce” you get a suggested tip “women in the workforce”


e




Examples

Citizens for Accessible Neighbourhoods, https://canbc.org/blog/accessibility-fails-ramps/
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https://twitter.com/nke_ise/status/897756900753891328

https://twitter.com/nke_ise/status/897756900753891328

Diversity

01 Diversity is everywhere [and intersectional]. Diversity includes
race, religion, culture, language, gender, sexual orientation,

age, geographic location, occupation, education, [ability], etc.

(02 Attitude is everything. Our attitude influences our behavior.
Often our attitudes about diversity are not obvious event us,

yet they drive our behavior.

03 Responsibility belongs to everyone. Project managers, project
teams, stakeholders vendors — no one is exempt from the

issues of diversity.

Powers-Twichell, E. & Murphy, M. W. (2011) Project diversity: disaster or dynamic. Paper presented at PMI Global

Congress 2011 — North America, Dallas, TX, newton-Square, PA: Project Management Institute.
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So this is a summary from a presentation given at a PMI conference. Diversity is everywhere and I’ll add intersectional. It just exists. Everyone is this room has different backgrounds, beliefs, preferred communication styles, etc. Diversity often gets framed about our bodies but even if we look similar everyone has a different way that our identities make up who we are. We’ll circle back to this in a minute. 

Attitude is everything. This will frame the first part of our conversation about diversity in project management. Emotions can be reactionary but attitude is a choice and that choice influences our behavior. If you think that the conversation about diversity is hogwash then think about how that influences your behavior and how your behavior impacts those saying that we need to talk about diversity. 

Responsibility belongs to everyone. We all need to hold each other accountable to furthering and deepening our understanding of compassion and empathy for our colleagues, stakeholders, vendors, and end users. 


* Everyone has bias

e False consensus effect

e Confirmation bias
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So why does this conversation exist? Bias exists in our lives and our bias can have real impact on our working relationships. First bias isn’t an accusation, it just exists. It isn’t the same as racism or any other –sim, bias is the [definition of bias]. There  are a few biases that I tend to see as a project manager. And this was great to hear during the keynote this seems to be on the right  track. 

The first one is the false consensus effect. This is the idea that everyone around you agrees with you. Everyone loves spreadsheets because I love spreadsheets. When you’re managing a project, everyone is feeling this and so it is important to understand that even if there is consensus in the room it has to exist in an environment where dissent can exist and that you are probably over estimating how much people are agreeing. I actually find this to be an issue with dealing with the stakeholder and customer. That if I like it this way then everyone will like it that way. I was working with a large project where we had 60 content creators writing for the web and we got derailed because an influencer was arguing for long form articles in the tool. Long for reads weren’t the point of the tool, within the scope of the tool’s design but because that was their self-reported typical mode of learning then the system should be designed for it. 

The other is confirmation bias. This type of bias is that once you hear something or if you believe something that you’ll seek out other information that supports your point of view. Same example, I got sent a series of articles about long from reading on the internet. But also think about, have you every looked at someone else’s facebook or twitter feed? We self select into our own pockets of information and just get further entrenched with the idea that everyone is thinking the same thing or, more importantly, experiencing the world in the same way.  
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So lets turn specifically to project management and PM is by no means immune. Here are some articles from the literature that investigate the different bias issues in project management. 

The Gender gap tends to be the most studied area in terms of looking at a particular identity and bias within the project management community. 

PMI #s: Internationally: 70/30; North America: 60/40

Exploratory study: women 1.5 times more likely to be team members on projects worth less than a million; women project managers twice as likely; 

Women project managers: exploration of their job challenges: 211 women PMI on west cost. Issues women face: it is a man's world; proving credibility; stereotyped; and dismissed  Mirrors the study about why people are living tech from the Kapor Center for Social Impact (2000 people in tech)

Aura of capability: Gender bias exists in the hiring of project managers specifically when the resume seemed less technically competent, if it was a women sounding name resume was less technically competent, they were graded as a not hire, but the same exact resume with a man sounding name, they were graded as a hire. 

Looking at other identities, there isn’t a target literature but there is a huge body of work that looks at multiculturalism and its effects on project outcomes and teams. I was quite surprised to see that the value of diversity is debated within the literature, it is primarily focused on the effects of diversity on project teams and outcomes. Like it gave a sense of if we can prove that diversity leads to bad project outcomes, we could even possibly have heterogeneous project teams. But really, going back to the idea of diversity and bias, we just perceive people closer to our personal intersectionalities which in the end furthers devalues differences all together and is just your false consensus bias saying that we’re the same. 

The area is growing (which we’ll talk about in a minute) and particularly liked this recent article the role of functional and demographic diversity on new product creativity and the moderating impact of project uncertainty. This article at least brings in bias of the individual team members to explain why diverse teams sometimes have negative project outcomes. Given the literature I’m used to in library and information science, I find the project management literature to be quite lacking in the area of critical project management studies. 

This is all going to the idea of project studies and critical project studies. 


Practice — Theory
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Which leads nicely to the idea of theory and practice.


"Practice without theory
is blind, theory without

practice ts empty”
- Kant[ish]
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The goal of this presentation is to have very practical suggestions for developing inclusive projects while still basing our conversation within the scholarship. 
Particularly, two models. (1) Diversity Maturity and (2) Critical Project Studies. 


Diversity Maturity




Diversity Staircase

Celebrate

Accept <> Agree

Tolerate

Fight or flight
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Again from the 2011 Powers-Twitchell article, which again to the conversation about the state of the literature titled “Project diversity: disaster or dynamic”. 


Imagine a new person joining a team 
Fight or flight –attack or ignore ideas
Tolerate – Listen to their ideas but don’t do anything about their suggestions or thoughts
Accept – listen to ideas, accept that we have to work with them, but it is an attitude of compliance 
Value – honestly listen to the person, value their ideas, new people add things to projects
Celebrate – seek out other points of view because we understand and embrace the contributions that diverse thoughts bring to our project 


Diversity Maturity
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required
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BAE Systems

TIMELINE: 2010
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So here is an example from BAE Systems that puts this theory into practice. Moving from basic, to awareness and up to sustainable (that this is just “how things are done”). Instead of at an individual level it is at a organizational level. 


tversity Maturity

Korn Ferry D&I Maturity Model
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And here is a full matrix (which I admit is rather small)  that starts with foundation and moves to the idea that diversity and inclusion gives your organization a marketplace competitive advantage. 

Here we start seeing the different factors that can be considered. (and again my own bias that everyone like spreadsheets). They include the premise of the stage, how you define diversity, who’s responsibility, how are leaders involved, the business case, how to you measure, resources and staffing to the initiative and the approach. One of the things that I really like about maturity models like this is that it allows you to exist in multiple stages. I also see a lot in our organization from the leadership involvement might be the change agents but then it’s solely the responsibility of HR and there aren’t any dedicated resources. At the library this is changing, we should have a full time diversity officer this year.

So I think a maturity model like this works really well for assessing your environment. Practical tip is to use such a model in your organization. At the library, we haven’t developed one for diversity but we have a first iteration of one for accessibility inclusion. 


D&I enhances
competitive
advantage

D&l seen as enabled to broad
business strategy

D&l recognized for generating high
performing teams

Based on moral imperative: “The right thing to do”

Based upon representation: quotas/ narrow target goals

Korn Ferry, NICSA, 2016
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And here is a full matrix (which I admit is rather small)  that starts with foundation and moves to the idea that diversity and inclusion gives your organization a marketplace competitive advantage. 

Here we start seeing the different factors that can be considered. (and again my own bias that everyone like spreadsheets). They include the premise of the stage, how you define diversity, who’s responsibility, how are leaders involved, the business case, how to you measure, resources and staffing to the initiative and the approach. One of the things that I really like about maturity models like this is that it allows you to exist in multiple stages. I also see a lot in our organization from the leadership involvement might be the change agents but then it’s solely the responsibility of HR and there aren’t any dedicated resources. At the library this is changing, we should have a full time diversity officer this year.

So I think a maturity model like this works really well for assessing your environment. Practical tip is to use such a model in your organization. At the library, we haven’t developed one for diversity but we have a first iteration of one for accessibility inclusion. 


)

Responsibility

Executives and
sentor leaders

Broadened to include
operational processes owners

Chief Development Officer and HR

Human Resources

Compliance department

Korn Ferry, NICSA, 2016
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Looking at responsibilities…. Start off compliance (see this a lot in accessibility, right?) 

And then here the broadened to include operational processes owners  that’s us! 
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And here is a full matrix (which I admit is rather small)  that starts with foundation and moves to the idea that diversity and inclusion gives your organization a marketplace competitive advantage. 

Here we start seeing the different factors that can be considered. (and again my own bias that everyone like spreadsheets). They include the premise of the stage, how you define diversity, who’s responsibility, how are leaders involved, the business case, how to you measure, resources and staffing to the initiative and the approach. One of the things that I really like about maturity models like this is that it allows you to exist in multiple stages. I also see a lot in our organization from the leadership involvement might be the change agents but then it’s solely the responsibility of HR and there aren’t any dedicated resources. At the library this is changing, we should have a full time diversity officer this year.

So I think a maturity model like this works really well for assessing your environment. Practical tip is to use such a model in your organization. At the library, we haven’t developed one for diversity but we have a first iteration of one for accessibility inclusion. 


Diversity Maturity for PM

Foundational

Awareness

Integrated

Value

Sustained

training

awareness

Premise Compliance driven Talk the talk Walk the walk Attitude change Attitude expectation
No action or plans D&l is a stated value D&l initiatives are D&l is a competitive
Organization beyond compliance with but primarily an HR integrated throughout All people are valued advantage and strategic
laws or rules consideration the organization priority
. Diversity check points
Project Not considered Project norms are get integrated into Nurtures inclusive Acts as change agent
manager developed different facets of project teams and ally
projects
Participates in diversity . .
Individual Unaware of bias Aware of bias related activities/ Proactively builds self- Acts as change agent

and ally

Project Scope

Legal requirements are
met

Diversity and Inclusion
is discussed

Templates include
considerations for
inclusion

Scope includes
participatory design

Prioritization is given to
projects that challenge
power dynamics

Risk . Awareness of Exclusion included as Exclusion weighted as a Projects that exclude
Not considered lusi . ok f ik f are not chosen to move

Assessment exclusion as an issue risk factor risk factor forward

Lessons Docu!'nentatmn’ ; D& "T"ght b.e D&l metrics are Audit commitment and Fac.tors are regularly
practices doesn’t include | mentioned in lessons defined metrics for inclusion reviewed for progress

learned diversity issues learned and improvement

Approach Reactive Inspired Visionary Operational Sustainable
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What could a PM maturity model look like, using ideas from the other three we could imagine something like this… 


Diversity Maturity for PM

Foundational Awareness Integrated Sustained
Premise Cqmpllance Talk the talk | Walk the walk | Attitude change Attitude .
driven expectation
Project . . Nurtures Acts as
Project Not Diversity . : :
. norms are . inclusive project | change agent
manager | considered check points
developed teams and ally
Participates
in diversit Proactivel Acts as
» Unaware of Aware of Y . Y
Individual | : related builds self- change agent
bias bias .
activities/ awareness and ally
training
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Diversity Maturity for PM

Foundational

Awareness

Integrated

Value

Sustained

Premise Compliance driven Talk the talk Walk the walk Attitude change Attitude expectation
Prioritization is
. . Templates . iven to
Legal Diversity and | . P Scope includes 8 .
. . . include .. projects that
Project Scope | requirements Inclusion is . . participatory
. considerations . challenge
are met discussed . ) design
for inclusion power
dynamics
. . Projects that
] Awareness of | Exclusion Exclusion J
Risk . . . : exclude are not
Not considered | exclusion as included as weighted as a
Assessment ) . . chosen to
an issue risk factor risk factor
move forward
. . . Factors are
Documentation | D&I might be Audit
. : : . . regularly
Lessons practices mentioned in | D&l metrics commitment .
e i ) reviewed for
learned doesn’t include | lessons are defined and metrics
. o : . progress and
diversity issues | learned for inclusion

improvement
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Tips and Suggestions




Diversify and Include

» Discuss diversity with regards to your
» projects,
» teams,
e units,

» organization

* Include diversity and inclusion within:
* project scope;
o risk;

e lessons learned



Potential metrics

Organization Projects Management Office / Portfolio
o Salary * Project assighnments

* Retention e project audience

e Climate survey * end product usage demographics

e Time to promotion

« Training participation

Projects
* Time talking

* Team engagement



Acknowledge Privilege

e Use any privilege you have to validate colleagues,
stakeholders, users

e Use any privilege you have to address colleague,
stakeholder, user behavior/attitude

e Don’t rely upon individuals who have historically been
marginalized to mature you or organization’s D&
mindset
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There are a few issues here: (1) the pipeline is a real issue but you can’t always fix this problem now and so your just deferring the problem; (2) you need to do your own reflection, you shouldn’t have to be hand fed open mindness, you should listen and seek out point of views, but you still need to do your own reflection and it might be uncomfortable, this isn’t the easiest presentation to make as a WASP but it’s all of our responsibilities so get uncomfortable but its okay; (3) study has shown even when women and people of color speak up and talking about diversity it is (a) discounted and (b) effects how we’re rated, be aware that this bias exists. “white and male executives aren’t rewarded, career-wise, for engaging in diversity-valuing behavior, and nonwhite and female executives actually get punished for it.” Need to make a culture where diversity is valued and discussed by all. 


Value Diversity

Duversity is everywhere.

Attitude s everything.

Responsibllity belongs to everyone.
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