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What is this training about?

Unconscious
 Not consciously realized, planned, or done

Bias
* Inclination or prejudice for or against one person or
group, especially in a way considered to be unfair

In People Management

e Recruitment, selection of assignments, evaluations and
oromotions, trust and connection with each team member
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We will see how bias is part of
how our brain works
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We will have a close look at ourselves
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Bias in our
society

Bias in the
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My own
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The first and most important step is to
=  Create awareness
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The two circles have the same size, yet even when we know they have the same size, it still feels like they are different. It is the same when it comes to biases, it is not because we become aware that we might have a bias that it will feel different. 
The first step then is to recognize where we have a bias, identify when it will matter for us as managers to be aware of our bias and then define strategies to deal with it. 
The biggest and most important step is awareness!



. We will focus on how we feel about others
Yl=: and how that impacts our judgement

administration

Judgement

Who do we have more empathy How fair are we in our
for? Who do we have less? judgement and retributions?

Who are we giving too much
credit to? Who not enough?
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These two areas will be the center of this training.  Lack of empathy and fair judgement are two of the biggest triggers of stress and disengagement in people while high empathy and fairness can make people more confident in their ability to handle new, challenging situations and be more creative


Finally, we will reflect on practical
steps we can take to mitigate bias

"1t makes no Al GASP!

difference || THE WITCH
what | say. || CAN READ
You've already |
decided V 1

G GreenHouse Consortium



E In practice
z‘ scho of

administration

Session 1

* Introduction  Increase your self- ¢ Part 3 — prevention and
e Part 1 —Your brain awareness in your mitigation
e Part 2 — Self-awareness day-to-day work e Recruitment

e Selection of assighments
e Evaluations and promotions
 Connection and trust

Prevention and mitigation work “ GreenHouse Consortium
. o eumanagement training
better with self-awareness



Introduce yourself

Imagine you have a job application What motivated you to join this
process and the only CV you can course?

send consists of 3 words — which
words do you chose?

NAME WDRD A Namp
My
WORD 1 MOTIVAT) ),
\ORD J 10 Jor

Note: don’t use words that describe
your job, use words that describe

you G GreenHouse Consortium
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Participants introduce themselves
 
Online: do this before the training to help participants  with Klaxoon/Miro

I would like to get to know you by asking you two questions that I want you to take a moment to think about and write the answer on the post-it notes you found on your chairs. 

Once everyone has written down the answer we will go around the room and you will tell us your name, your role and the answers you wrote down. I will collect the post-it notes and we will put them on the board so we can refer back to them late

Question 1: Imagine you have a job application process and the only CV you can send consists of 3 words – which words do you chose? Don’t use words that describe your job but words that describe you, obviously if you are answering a job application, the role is already in there. For me I would say: Bubbly, inquisitive, PhD 


Question 2: What motivated you to join this course

1 minute per participant



What’s your commitment to make today a success?

What do you want
to add?

Don't judg
Take ownership

Be respectful

Show empathy

Keep an open mind
Everyone needs to feels safe to share!

Participate
E
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Today we are going to share a lot and we are going to share about something uncomfortable – our own biases

It is possible, even probable that some of us have biases that concern others in the room. It is important that we feel safe enough to openly talk about it without judging one another. This training will be much more impactful if a person with a bias about A can hear from a person with A and vice versa approaching things with curiosity and empathy. 

•Ask participants if something is missing for them 
•ask people if they agree
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Breakout session

Did you or
someone you Know
experience bias?


Presenter
Presentation Notes
3 groups of 4 


Part 1 — Your Brain
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= 4 eu management training



Humans are the
result of a long
process of
evolution.

Earl y Mammals

AP

Ampﬁiﬁians

-

We've developed
logic but largely D
overestimate how
much we use it

wertebrate Ancestor
of Vertebrates



Other species find food, mates and survive
=  Without our rational reasoning brains

If...then fixed rules If...then + conditioned
association learning

Our brains also use these strategies

" GreenHouse Consortium
o/ eumanagement training


Presenter
Presentation Notes
The frog has a rule, if it’s black and it moves, I’ll eat it. It will die of hunger surrounded by fresh but paralized flies. The dog can learn by conditioning – we all have heard of pavlov’s dog who drools for a bell. Conditioning can happen for all sort of things and for emotional stimuli a single occurrence can be enough.

Our brain uses these if-then rules all the time, like dogs, we are susceptible to conditioning and we learn many associations that impact our behavior all the time


These strategies are automatic,
fast and effortless
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How did | get home? |
was supposed to
drive to the
supermarket...
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We can drive, read, even answer emails on the automatic mode of system 1. When managing email, often when we have to shift to system 2 we can feel it, suddenly we can feel a drop in motivation to answer a certain mail that is more challenging. That’s when we call in system 2


K System 1 is responsible for the
JES majority of what we think & do

System 1 System 2

e Fast thinking, automatic, effortless
e Continuously generates suggestions
for system 2: impressions, intuitions,

intentions and feelings

e Calls on system 2 when it runs into
difficulty

e Mostly unconscious

e Very fast and efficient because it THARKING.
. . . FAST..SLOW
uses approximations and biases
[
DANIEL
 You can’t turn it off! KAINEMAN ||
\'
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Researches have identified hundreds of

THE COGNITIVE BIAS CODEX

We store memories differently based

What Should We
Remember?

on how they were experienced .
We reduce events and lists

to their key elements .

We discard specifics
to form generalities @

We edit and reinforce
some memories after the fact .

We favor simple-looking options
and complete information over

complex, ambiguous options

To avoid mistakes,
we aim to preserve autonomy
and group status, and avoid

) y . tance '
irreversible decisions Reverse ph-ﬂh;gg; =
Systemn Justification

Backfire effect
Endowment effect
effect

. fficulty
Processing diffi Y effect

pseudocerna

et
Digposiion i
»

pias
rg-nsk
unic 022

To get things done, we tend
to complete things we've
invested time and energy in

To stay focused, we favor the
immediate, relatable thing

in front of us

To act, we must be confident we .
can make an impact and feel what

we do is important

Qutcome bias
Hindsight bias

Rosy retrospection

Need To
Act Fast

We project our current mindset and
assumptions onto the past and future

By design: John Manoogian llicategories and descriptions: Buster Bensonimplementation: TilmannR - This file was derived
from: The Cognitive Bias Codex - 180+ biases, designed by John Manoogian Ill (jm3).png:, CC BY-SA 4.0,

https://commons.wikimedia.org/w/index.php?curid=69756809
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We notice things already primed in
memory or repeated often

Bizarre, funny, visually striking, or
anthropomorphic things stick out more
. than non-bizarre/unfunny things
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. We simplify probabilities and numbers

Not Enough
Meaning

to make them easier to think about
. We think we know what

other people are thinking
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When you hear unconscious bias, many people immediately think about diversity and how we can have an unconscious bias towards another race or another gender. While this is true, our brain uses many different forms of biases as shortcuts to help it be more efficient, sometimes with unintended consequences. Some biases affect the way we think, the way we judge people, others affect what we memorize, how we feel, most of our thoughts, feelings, judgements, decisions can be affected by a bias or another. In fact, most of what our brain does, is done by this fast, biased system 1, only a small part of what we do is the slower, serial system 2 thinking.  Some of our biases can be conscious or made conscious, while others are fully unconscious

We are not going to make this course about identifying all these different biases, that could be interesting but it wouldn’t be useful


P'] System 2 is slower and mostly
d

europea

= yery effortful

312*%47=>
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For logic (system 2) to win over a belief (system 1),

e
’V] S2 needs to inhibit the activity coming from S1
s
Congruent logic and belief Incongruent logic and belief
* No cigarettes are inexpensive.  No addictive things are inexpensive.
e Some addictive things are inexpensive. e Some cigarettes are inexpensive.
e Some addictive things are not e Some cigarettes are not addictive.
cigarettes.

Incorrect trials = strong
system 1 activity (VLPC)

Not everyone is the same — some people have stronger S1 activity,
some have stronger “breaks” inhibiting S1

G GreenHouse Consortium
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This is a study where the authors opposed system 1 and 2, the task was to read 3 statements and say if the last one was true from a deductive logic perspective (system 1 thinking). On some trials, the answer would be correct from a logical perspective but would go against our beliefs (eg we believe cigarettes are addictive but from the two statements written above, statement 3 in the incongruent example is true).
When people manage to answer correctly (compared to incorrect trials) what we see is a strong activity in the right lateral prefrontal cortex. A region that some researchers call the brain’s breaking system. It is part of system 2 that inhibits system 1,anytime we have an impulse and we stop it, what we could call willpower, or even better “won’t power” it’s this region that gets activated. 
When people fail to answer correctly (compared to correct trials) we see that it’s the activity in the ventral medial prefrontal cortex, a region that is at the core of system 2 that is more activated. It is in fact the region responsible for your first impulsive reactions: yes, no, like, don’t like, want, don’t want, good, bad – these binary fast and emotional reactions need this region to function. If this region is not working, maybe because you have a brain lesion there, then people become incapable of making the most simple decisions for which a rational answer doesn’t exist: which shirt will I wear today? To which restaurant do I want to go etc. Even if we don’t have a brain lesion, we’re not all equal with regards to the functioning of these two very important brain regions. Some people have a strong break – it’s easier for them to resist temptation and perhaps also to shut down biased thinking from system 1. Other people have a very strong VLPC – they are the ones with strong gut feelings, more likely to have confirmation bias but also more likely to take action and convince others. As your brain is plastic, everything you do, think or feel changes your brain, it is possible to train yourself to develop either your ability to inhibit yourself or the ability to listen more to system 1. But that is the topic for another training.
Vinod Goel, Raymond J Dolan, Explaining modulation of reasoning by belief, Cognition, Volume 87, Issue 1, 2003, Pages B11-B22, ISSN 0010-0277,https://doi.org/10.1016/S0010-0277(02)00185-3.


But when emotions run high or when our S2
is fatigued, we lose access to our S2 abilities

The hand model of the brain

Losing access to S2

Resources available for overall executive functions in the
prefrontal cortex decrease

“* GreenHouse Consortium
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When we are emotional, stressed, fatigued, when we use system 2 too much, ressources available to the prefrontal cortex become scarce and we become less able to use our executive functions. Daniel Siegl calls this losing your cap in the hand model of the brain. This is a fabulous tool to communicate with kids or your spouse, gently reminding each other to put your cap back on but mostly, in our context it is a great tool for self awareness, asking yourself before making an important decision or when you’re unhappy about someone, is my cap still on or do I need to bring it down before continuing this discussion?


MIND
NARROWS
AHEAD
But also
Today In the future
Bl cuner 5 5 A ox
foy Rather = 15 Empathy ¥V >

Rather
than

Honestﬂ'
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It’s harder to use reason to overcome bias and beliefs 
E.g. Thinking becomes more prejudiced

But also

It’s harder to take the future into consideration
E.g. choosing 15€ next month over 10€ now
E.g. Not eating a big cake when you’re on a diet
It’s harder to make good decisions
Avoiding, postponing decisions or making impulsive, self-indulgent decisions
Difficulty in combining decision factors – e.g. choosing the cheapest or best, not the best value for money
It’s harder to regulate your emotions
E.g. Not yelling at someone when you’re angry
It’s harder to be empathic
E.g. people will give less to charity
E.g. people will punish others harder
It’s harder to be honest 
E.g. people are more likely to cheat, for money or on their partners



g Summary - Two ways we think and
U= decide

System 1 System 2
e Fast thinking, automatic, effortless e Slow thinking, effortful
e Continuously generates suggestions  Most of the time in low-effort mode
for system 2: impressions, intuitions, with only a fraction of its capacity
intentions and feelings engaged
e Calls on system 2 when it runs into  Mostly adopts system 1 suggestions
difficulty except when surprised or requested
 Mostly unconscious e Mostly conscious
* Very fast and efficient because it * More accurate if available — under R INKIRG:
uses approximations and biases some circumstances like stressitcan MO
become unavailable ST
* You can’t turn it off! KANNEV AN
B

G GreenHouse Consortium
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Breakout session

Did you ever notice more
judgemental thoughts when
you are tired or emotional ?
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Discussion in 3 groups of 4


Part 2
Self-awareness

G"“ GreenHouse Consortiurmm
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5 Who does your System 1 like?
P] european [ ’) { J)
dz. |n group — “we”/ out group — “them

1. More empathy for in group,
less for out group members

2. Not all out groups are treated
the same

In-group
. a group you are part of (genetically,
culturally, or ideologically)

out-group
. a group you aren’t part of

G GreenHouse Consortium
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Examples of in group/out group
Man/women, Black/white, Blue eyed people/brown eyed people, Europeans vs non-Europeans, nationality A vs B, Flemish versus Walloon, AST vs AD, Vegetarian vs vegan, Atheist vs religious vs any other religion than mine, Single versus married, Parent versus no children
But it can also be about values and qualities: we care about the environment you don’t, we are open-minded you are not, we are optimists, we are realists… 

In group / out group perception has an impact on empathy
More empathy for in group, Less empathy for out group members:
 e.g. White participants report greater empathy for, and assign less punitive punishments to White as compared to Black criminal defendants (Johnson et al., 2002) => We are more lenient and find excuses for people in our in group, e.g. she had too much to, the guidelines weren’t well defined while for people in our out group we judge and label: she is lazy, he just doesn’t get it. This is due to the attribution bias When we (me or my ingroup) do something well we tend to think it’s down to our own merit and personality. When we do something badly we tend to believe that our failing is down to external factors like other people that adversely affected us and prevented us from doing our best.
When it comes to other people, especially out group people, we tend to think the opposite. If someone else has done something well we consider them lucky, and if they’ve done something badly we tend to think it’s due to their personality or bad behaviour.

One big exception is morality – if someone in our in group acts in a way we think of as immoral then we react in a more severe way, wanting to extract that person from our group so it wouldn’t reflect back on us

Not all out groups are treated the same – we will see after an exercise on your personal in groups

, 


®)

Breakout session

What are my strongest in-group
affiliations?
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Presentation Notes
Write down everything that comes to mind that defines you:
Physical characteristics (me: I’m very short, very feminine)
Cultural, national, religious characteristics (me: European, Belgian, Jewish, Atheistic)
Educational (me: PhD, 4 languages)
Very strong values and qualities you identify with, things you would say, I am like that (me: open-minded, positive, can do attitude)

In pairs:
Not everything that defines you is something that generates a strong affiliative feeling. Through discussion with another person in the group, Identify the 8-10 characteristics that generate the strongest affiliative feelings for you (think of the 3 words you chose to present yourself), those for which you would identify with a person and perhaps you can feel that there is an us and a them. Place them on the flipchart
Examples:
People who have a strong European identity versus those who don’t
Religious people versus non believers
Optimists versus pessimists
Sportive versus coach potatoes

Debrief: each pair shares 4 (unusual/strongest) affiliations


Your personal in-groups: define
vour strongest affiliations

lllustration

Me

Strongest affiliations

Protestant

European

Married

- Leader Mother
Civil servant

White

Honest straight
Everyone the
: same under the talker
Country (not city) T

person

Strong, get over it
Sportive mindset

Head of unit

Blonde

G GreenHouse Consortium
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. Imagine this person sitting on a chewing
e gum in the park —how do you feel?

administration
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Individually: write down how you feel 

In groups, discuss how did you feel for the different people? What criteria do you think impact the way you feel? 

Schadenfreude: pleasure in response to other’s misfortune

Empathy is a potent predictor of helping behavior (e.g., Batson, Van Lange, Ahmad, & Lishner, 2003; Decety & Ickes, 2009). 
Example: When watching a fellow soccer fan receive an electric shock, participants who report feeling empathy (and this is corroborated by activity in their brain, in the anterior insula, are more willing to help, even at their own cost, for instance by volunteering to receive an electric shock in order to reduce the shock to their fellow fan

Schadenfreude, pleasure in response to others’ pain, on the other hand, may yield at best indifference to targets’ suffering, and at worst facilitate active harm against them (Cikara, Bruneau, & Saxe, in press).




Breakout session

Who did you feel
strongest for? What kind
of emotions did you feel?



Admiration, envy, pity and contempt
b=  modulate empathy and helping behaviors

administration

High

Active
facilitation
<
(o7
;.S'h, '/'.'5_',-{;,
R A More empathy
- % & # & helping
o behaviors
=l
g
05 . .
© £ | Passive Passive
QU = T .
o harm facilitation
in 3 Less empathy,
w
T more
E schadenfreude
C‘; .
%, 1 \ and potential
@2’{}.‘; _ & harming

Active behaviors

Low harm
Low Societal Stereotypes of High
Competence
Passive Active
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Recent research in social cognition has established that people differentiate each other not simply along an ingroup/outgroup boundary, but also by the extent to which they specifically (dis)like and (dis)respect a target or group

Envied persons and groups are frequently targets of passive helping (e.g., associating), but also active harm (e.g., attack, sabotage) when conditions permit, whereas pitied targets are frequently recipients of active helping (e.g., assistance) but passive harm (e.g., neglect). Pride targets receive both active and passive help, whereas disgusting targets are the worst off because they receive both active harm and passive harm and are dehumanized (Cuddy, Fiske, & Glick, 2007; Harris & Fiske, 2006, 2009).

Note:
Active facilitation: proactive helping behaviour, offering protection
Passive facilitation: accepting collaboration, cooperation, being associated with
Active harm: intentions to harm, sabotage, and act aggressively toward members of this group
Passive harm: behaviours where one demeans or distances other groups by diminishing their social worth though excluding, ignoring, or neglecting... Institutionally, [this] involves disrespecting the needs of some groups or limiting access to necessary resources such as education, housing, and healthcare




¥
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Make a link back to your direct
reports and key stakeholders

Who are the people you need to pay attention to, one way or the other?

In group Out group Admire Contempt
BL Portuguese yes
" PT Always negative
"g AD Rides horses
& | PK
L 9
)
(S
Q
i
o
" JP Woman yes
o |GT yes
S
_g XE Authoritarian yes
QL M
©
ofd
)
>
Q
4
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If you feel more comfortable, replace the terms admire, envy, pity and contempt by like/dislike + competent/not competent

You will not have something to write for everyone but try to be as honest with yourself as possible, this is just for you. When you discuss in pairs you can just say, there is this one person… without naming anyone

In pairs, try to focus on the “so what” for each person


®)

Breakout session

Try the exercise for one person

Finalize the rest for session 2


Presenter
Presentation Notes
In pairs – objective is to make sure the exercise is clear


The leader of a fortune 100 company —
= fast, what image comes to your mind?

How many of these statements were true?

. Man

e White

e Middle aged — older

e Tall

e Well dressed/groomed

Symmetric features

System 1 is about stereotypes and quick judgements: good/bad,
valuable/not-valuable, this is what a leader looks like, this is what a lazy
person looks like etc.

Implicit Leadership Theory — we hold an implicit image of what a leader looks
like in our mind and use it to evaluate other’s leadership ability, some of

these, like size, have nothing to do with leadership
G GreenHouse Consortium
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Stereotypes aren’t bad, they help us think fast, sometimes even survive but we need to be aware of how they bias our judgements

If our stereotype of a leader is a tall man, even if no CEO job description (or DG description) ever said the CEO must be tall, our system 1 says yes! We see a short woman and within a fraction of a second our system 1 said no! 

These stereotypes are not written in stone, they change according to times and culture but if we are not aware of our biases and don’t bring in system 2 to correct these first impressions we can make really bad decisions

Implicit leadership theory has been studied a lot, but it is very likely the same for any kind of stereotype we hold.



E Real world consequences
.

european
school of
administration

d

OF AMERICAN MEN STAND 6' OR TALLER

FORTUNE 500 CEOs THAT ARE AT LEAST 6'":

OF THE FORTUNE 500 CEOs ARE WOMEN

PERCENTAGE OF THE WORKFORCE THAT IS FEMALE:

OF FORTUNE 500 CEOs ARE BLACK

NUMBER OF FORTUNE 500 CEOs THAT ARE BLACK AND FEMALE:

"> GreenHouse Consortium
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However, stereotypes can have real life consequences if we make critical decisions based on system 1 thinking only

 A study by Queensland University found that blond women’s salaries were 7 percent higher than women who were brunettes or redheads. The National Bureau of Economic Research found that for every 1 percent increase in a woman’s body mass, there was a .6 percent decrease in family income. A Duke University study found that “mature-faced” people had a career advantage over “baby-faced” people (people with large, round eyes, high eyebrows and a small chin). And a Yale University study found that male and female scientists—trained to reject the subjective—were more likely to hire men, rank them higher in competency than women, and pay them $4,000 more per year than women (Wilkie, 2015).


. |AT - Large majority associates career

%

MJ=:  with male and female with family (75%)

administration

Percent of web respondents with each score

Strong automatic association of Male with Career and Female

with Family 24%

Moderate automatic association of Male with Career and 32%
Female with Family

Slight automatic association of Male with Career and Female 19%
with Family

Little to no automatic preference between gender and family 17%
or career -

Slight automatic association of Male with Family and Female 5%
with Career B

Moderate automatic associa.tion of Male with Family and 3% If you didn’t take the test and
Cemite Wi Corey think you are here, that’s also a
Strong automatic associa:vi(i)tr:]ocfal:deil:ewith Family and Female ]1% bias! Most pe0p|e think they
will score above average...

This distribution summarizes 846,020 IAT scores for the Gender-Career task complete

It is possible for a woman to have more empathy for another
woman (in group effect) and at the same time be biased towards
the male candidates for a senior leadership position (Implicit
leadership effect)

G GreenHouse Consortium
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Presentation Notes
80% think more positively of young people than of old ones
75% have a more positive view of thin people than fat people (easier to associate words like cheerful, delight with thin and angry, sad with fat)



Did you do the test? Were you surprised about your results?

We are talking here about unconscious bias as you may think with your system 2 that you are not biased, and your system 2 probably isn’t but your system 1 can be. Asking about first images that come to mind is a good way to interrogate your system 1 and uncover some of these biases

These biases have real life consequences – the list is very long, here are some examples – what can you imagine would be co
A greater pro-White bias (measured using the IAT) among physicians resulted in an increased likelihood of prescribing thrombolytics for White patients compared to Blacks presenting with acute coronary syndrome (Green, 2007).
A greater pro-White bias (measured using the IAT) was associated with a greater inclination to prescribe pain medications for White versus Black children (Sabin, 2012).
Greater pro-White bias (measured using the IAT) was associated with poorer ratings of interpersonal care among Black patients (Cooper, 2012).
Fictitious resumes with White-sounding names sent to help-wanted ads were more likely to receive callbacks for interviews compared to resumes with African-American sounding names. Resumes with White-sounding names received 50% more callbacks for interviews (Bertrand & Mullainathan, 2004).
Science faculty rated male applicants for a laboratory manager position as significantly more competent and hireable than female applicants. Faculty also selected a higher starting salary and offered more career mentoring to the male applicant (Moss-Racusin et al, 2012).
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Examples of real-life consequences

A greater pro-white bias on the IAT resulted in

Increased likelihood of prescribing thrombolytics for White patients compared to Blacks
presenting with acute coronary syndrome (Green, 2007).
A greater inclination to prescribe pain medications for White versus Black children (Sabin,

2012).
Pourer ratings of interpersonal care among Black patients (Cooper, 2012).

Other examples

Fictitious resumes with White-sounding names sent to help-wanted ads were more likely to
receive callbacks for interviews compared to resumes with African-American sounding
names. Resumes with White-sounding names received 50% more callbacks for interviews
(Bertrand & Mullainathan, 2004).

Science faculty rated male applicants for a laboratory manager position as significantly more
competent and hirable than female applicants. Faculty also selected a higher starting salary
and offered more career mentoring to the male applicant (Moss-Racusin et al, 2012).

G GreenHouse Consortium
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Breakout session

What associations do you
make? How could they
affect your role as a
manager?


Presenter
Presentation Notes
While skin colour, weight, age, sexuality are big categories of bias that have been studied and for which you can test yourself on the IAT, we can have many more biases that are specific to ourselves. One way of uncovering them is to be really candid with ourselves and think about the first images that come to our mind when we think about qualities and faults? Who do we find boring? Wining? Irritating? Infuriating? Stupid? Lazy? And who do we find competent? Brilliant? Fun? Nice? Caring? Think of the 3 words you chose to define yourself and their opposite, what do they bring to mind?

Please be open and candid in this exercise. A lot of these stereotypes can be uncomfortable to express…saying them out load might feel shameful to some of you. But it is only by acknowledging them, being able to share without feeling judged that we can get over them. So please also do not judge people for what they will share here. We all have silly stereotypes, no one is immune to this. It is only by having these candid conversations that everyone will feel more free to address a bias when they see one. If we are not kind and candid about it then biases become taboos and are not addressed. 

Share illustration



5 Think about some associations you may have
g];gﬁg_m_ that are not (always) grounded in reality

very confident =
Examples ery competent

shy =
uninteresting
beautiful and well
dressed = worth
getting to know

careful wording = sportive =
not trust worthy capable
Talks too much =
arrogant
asks a lot of
guestions = not
competent

How could these biases impact you in your role as a manager?

G GreenHouse Consortium
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The one on top for instance is one of mine. I’ve noticed that when someone comes across as very confident I tend to give them way too much credit, sometimes completely undeserved. On the opposite side, very often I tend to underestimate shy or introverted people discovering months down the road how my initial judgement was totally wrong. 
With my husband, who is deaply religious we sometimes have this conversation that he has the impression that for me, a convinced atheist, religious people must be stupid. An to me, it feels like he thinks atheist are mentally ill. It didn’t stop us of getting married but it did lead to a few uncomfortable moments


E A small bias can have a huge effect
W=. over time — confirmation bias

The urn experiment — pick a lottery ticket from one of the two urns

Information 1 ++ We only change our minds if
there is in favor

Information 2 + of urn B!

Information 3 ++ Or more
Information 4 +

Information 5

"> GreenHouse Consortium
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Presentation Notes
You have to pick a lottery ticket from one of two urns. Information is shared over 5 rounds. In the first round of information, there is a strong bias towards urn A. For instance, In urn A there are 60 winning tickets while in Urn B there are 40. The second round also favors urn A but slightly less, for instance, A has 80 losing tickets and B 85. Round 3 strongly favors urn B for instance, the amount you can win in urn B is much bigger than urn A, round 4 slightly favors urn B and in round 5 there is no difference. If you take all information into consideration on a fully rational basis, there should be no difference between urn A and B. Yet, the vast majority of people pick a lottery ticket from urn A. When the information is changed towards a more favorable outcome for urn B, the majority of people still pick a ticket from urn A unless the information 3 about urn B says urn B is about 30% better than urn A!

What happens here is that at the start we have no preference but System A very quickly has made up it’s mind. At round 2, the information about A is valued a bit higher than it should be because it confirms our initial bias and by the time information 3 arrives, we down play the information about urn B.

This is the kind of process that helps us be very convinced about our opinions. Some people have this more, they rely on their gut feeling and a very confident and can be very convincing and motivating for others but they can also have a difficult time changing track when needed. Others are less subject to this bias and tend to be more undecisive and less able to convince others but might avoid some mistakes but shifting their approach.


Exercises

Try this between
sessions 1 and 2

G"“ GreenHouse Consortiurmm
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Notice when you “lose your cap” — practice getting it
‘gg,:ggfg';_ back on or delay important conversations

The hand model of the brain

Losing access to S2

Try asking yourself every hour “how do | feel?”

"> GreenHouse Consortium
o/ eumanagement training
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Presentation Notes
Notice when you are in System 1 and when you are in system 2 


E Ways you can put your cap back on
b ‘ ot i Recommended:

school of
administration For 3-4 weeks set up an hourly alarm and ask

yourself how do you feel, is your cap on or off? If

off, do one of these exercises, do this until you

° Sugar — but Only in case Of emergency don’t need the alarm anymore and it becomes

automatic

e Stretch + Breathing exercise — 5 sec in, 5 sec out for a minute or two

e Stretch + Mindfulness meditation — even a minute or two can work

* Positive mood, e.g. watching a funny video, looking at cute pictures

e Motivation, why am | doing this? This is important to me/will benefit others

* Music, focusing on any of your senses (smell something nice, touch
something interesting, look at something beautiful)

e Taking a fresh perspective — thinking about someone like yourself engaging

In a restorative activity

"> GreenHouse Consortium
o/ eumanagement training
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Presentation Notes
Ask people what they do (I’m sure you have already noticed moments when you’re cap is not on, how do you notice? what do you do to collect yourself?) – then only share strategies if not mentionned
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Create a daily bias awareness
journal

Write about three bias related reactions you noticed in
vourself or others and the way you dealt with them

E.g. The phone rang, | saw his name and didn’t want to answer, | took a deep breath,
smiled, tried to channel all the warmth | could and answered
E.g. She came into the office with a huge smile, twinkling eyes, nicely dressed, the
conversation was smooth, and | felt at ease. If | wasn’t her boss, we would be best friends.
Before going through her document | focused and reminded myself that | need to look at
her work with the same critical eye | use for the others.
E.g. I've met a new person today; my immediate reaction was pff...boring! | thanked my
system 1 for this fast assessment and decided to dig a bit deeper, trying to find common
ground and interesting aspects about this person
E.g. When | read the title of this article, | noticed | didn’t want to read it because it would
likely contain evidence against one of my strong beliefs | took a deep breath and decided
to read it anyway and hold each argument in my mind without immediately trying to
dismiss it N

’

G GreenHouse Consortium
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If you have the habit of journaling just add a few lines to your daily practice. If not, you need to identify a specific time and place where you will do it or it won’t happen. E.G. put a journal next to your bed and do it before going to sleep, do it with your partner and kids at the table (excellent complement to a daily gratitude exercice). Alternatively, you can write each event in a note on your phone as soon as it happened

When you do this kind of exercise it becomes a lot easier for you to notice when you need to call in system 2. For instance, the other day I was looking for a solution for a new software I was using. I had already watched a few videos on the topic and the solutions were not optimal. While browsing I see a video with an appealing title and when my mouse hovered over the video I could see the speaker was a black man wearing a pink t-shirt and some bling jewelry. Now, while I do have a few IAT tests on which I do score with a bias, white-black is not one of them, perhaps maybe because some of my very closest friends are black. But when I looked at that video, I immediately sensed, no this isn’t worth watching. As I was busy preparing this training (and I work a lot on my self-awareness), I immediately asked myself, hey! Why did I decide this video isn’t worth looking at? Clearly, it was because of the look of the speaker. I felt a bit gutted, if I who have 2 of my closest friends who are black can have this reaction…what kind of bias must this person experience on a daily basis… I asked myself what the unbiased reaction would be and decide to watch the video. It was the best one I had watched and completely solved my problem! I have to say that even if from a technical point of view it was perfect, the way this man spoke also generated some negative bias in me. The quality of what he said fully compensated for the negativity his speech generated, plus my brains breaking system was on full drive suppressing this negativity. Maybe, if I had been a bit more tired of stressed I would not have noticed and would never have clicked on the video and would still need a solution to my problem. The more you do these kind of exercises, the more you will notice instances of potential bias automatically, system 1 will start to call system 2 to pay attention when it encounters a fishy situation, something like something you might have flagged in the past 


E Practice these tasks until they
W=. become automatic

Automatic behavior facilitated by System 1
I can do this even if I’'m tired or stressed

|

-
MASTERY [
System 2 is in control of behavior {@Mmg
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This may sound completely strange but in order to make sure you put your cap back on before taking important decisions you need to teach this new behavior to your system 1.
The ability to notice that you’ve lost your cap and to do what is needed to put it back on immediately needs to happen automatically, without you giving it much thought. If you don’t practice enough and keep it as a system 2 intellectual knowledge then when comes the time that you are having a tense conversation in a stressful context with someone for whom you have a bias, you won’t be able to stop yourself. You may apologize later but the damage might be done, even if just by a big sight or a misplaced roll of the eye. 
Think of it as if you were going to build strong abs, no one would think of practicing one single crunch and then declaring crunches don’t work for me. If you want strong abs you need to practice every day, it’s the same here and this exercise is the basis of all emotional intelligence competencies so it’s not only about not being too biased, it will help you with many other challenges that require a strong emotional intelligence



E Self-awareness summary
b‘?@ﬁﬁﬁfﬂ?

administration

Who are the people | need to be most careful with? When does it matter
most?

What are the stereotypical associations | need to be mindful about? When
does it matter most?

What can | put in place to maintain (and eventually increase) this level of self-
awareness over time?

G GreenHouse Consortium
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Breakout session

What is the most
Interesting or surprising
thing you learned while

doing the exercises?



administra

=~ management challenges

Today — think through these key

Recruitment
Selection of assignments
Evaluations and promotions

Trust and connection

Reflect & share with your colleagues, listen to some external

ideas, keep what works for you

G GreenHouse Consortium



X My unconscious bias prevention
#. and mitigation plan

During today’s session, write down the ideas that you want to try

Challenge Solution | want to try

"> GreenHouse Consortium
o/ eumanagement training



£ A few well-known biases that
M=. impact people management

Affinity & similarity bias
> The tendency to judge people we like more favorably & the tendency to surround ourselves with people who
are similar to us
Halo and horns effect
> When we see one great thing about a person, and we let the halo glow of that significant thing affect our
opinions of everything else about that person. We are in awe of them due to one thing (e.g. they went to
Harvard) or the opposite for the horns effect

Attention & Perception bias

> Our beliefs and stereotypes influence what we pay attention to and thus what we will see
Confirmation bias & reduction of cognitive dissonance
> The tendency for people to seek information that confirms preexisting beliefs or assumptions — system 2

looks for information to confirm system 1’s impressions, if information is found that goes against strong
beliefs it is distorted

Availability bias
» If you can think about it easily then it must be important — e.g. Only remembering the events of the past month
for an annual evaluation; if you know one person, even if it’s only through tabloids, to whom something

happened then there must be many

Pygmalion/Rosenthal effect
» A compound of the previous effects: our beliefs about others impact our actions towards others with impact
their beliefs about themselves in turn influencing their actions towards us, a self-fulfilling prophecy

G GreenHouse Consortium
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e Selection of assighments

e Evaluations and promotions

e Trust and connection
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Bias can impact each step of the
=~ recruitment process

* Definition of the role

e Definition of the selection committee
 Generation of candidates

e Definition of the candidate pool

® SEIGCthn prOCESS G GreenHouse Consortium
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Breakout session

What challenges did you
notice for each step? How
could you try to mitigate
the impact?


Presenter
Presentation Notes
5 groups, one for each topic

Or 2 topics per group
See what comes out, then add from the list on the next page if everything didn’t come out
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Mitigating bias in recruitment —
best practices (I/11)

Definition of the role

Review the wording for cultural bias that will discourage some to apply — some tools can
help (see https://textio.com/)

Do a stereotype check and focus on expected results rather than personality traits or

personal attributes
Limit your job requirements to “must-haves” and don’t use unnecessary jargon

Definition of the selection committee

Avoid too homogeneous selection committees
Ideally people with some self-awareness regarding their own biases

Generation of candidates

Broaden the potential pool of candidates, e.g. ask underrepresented minorities to share to
their networks
Reach out to minorities who might not spontaneously apply

Definition of the candidate pool

Use the “must-haves” and expected results from the role definition to clarify what you are
looking for in the CVs before looking at the applications (avoid “halo effect”)

Have someone blind the CVs of their names, pictures and other potentially biasing
information before looking at them

Make sure you have more than one candidate from a minority G GreenHouse Consortium
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Presentation Notes
https://www.sussex.ac.uk/webteam/gateway/file.php?name=gendered-wording-in-job-adverts.pdf&site=7
When job advertisements were constructed to include more masculine than feminine wording, participants perceived more men within these occupations (Study 3), and importantly, women found these jobs less appealing (Studies 4 and 5). Results confirmed that perceptions of belongingness (but not perceived skills) mediated the effect of gendered wording on job appeal (Study 5).
https://hbr.org/2014/08/why-women-dont-apply-for-jobs-unless-theyre-100-qualified
https://www.forbes.com/sites/womensmedia/2014/04/28/act-now-to-shrink-the-confidence-gap/#5dede2515c41
Women working at HP applied for a promotion only when they believed they met 100 percent of the qualifications listed for the job. Men were happy to apply when they thought they could meet 60 percent of the job requirements.
https://academic.oup.com/socpro/article-abstract/56/3/385/1707579?redirectedFrom=PDF
Men are more likely to have the connections that bring job offers, and are more likely than women to get their jobs through informal networks. Women are less likely to obtain jobs through informal networks and less likely to receive unsolicited job offers, even after controlling for experience .
https://hbr.org/2016/04/if-theres-only-one-woman-in-your-candidate-pool-theres-statistically-no-chance-shell-be-hired
When there is only one woman, she does not stand a chance of being hired, but that changes dramatically when there is more than one. Each added woman in the pool does not increase the probability of hiring a woman, however — the difference between having one and two women seems to be what matters. There were similar results for race when we looked at a pool of four candidates



2 Stereotype check
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1.  What comes to mind when thinking of the ideal person in
this role? First image, no filter, write down each detail of
what immediately comes to your mind

2. For each word, ask yourself if and when it’s useful for the
role

3. Whatis the expected result in the current role?

4. What other attributes/skills could lead to the same result?

Stereotype Usefulness Expected result Alternative
attributes/skills

White None - | Bias risk!

Man None - | Bias risk!

Tall None - | Bias risk!

Assertive Useful to align people  Align people Influencing skills
Sense of humour Useful to fit in culture  People trust the Ability to connect with

candidate people

G GreenHouse Consortium



i Mitigating bias in recruitment —
U= pest practices (l1/11)

e Selection process

e Make sure each person in the selection committee has done a stereotype
check exercise for the role and is aware of their potential traps

e Organize the interviews with enough time for breaks so people on the
selection committee are still fresh for the last candidates

e Use structured interviews with questions focused on each of the expected
results (e.g. tell us about a time when you dealt with a team member who
didn’t meet expectations)

e Rate each candidate immediately after the interview, preferably using
interview scorecards with clear scoring criteria grounded in your role
definition

G GreenHouse Consortium
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https://www.sussex.ac.uk/webteam/gateway/file.php?name=gendered-wording-in-job-adverts.pdf&site=7
When job advertisements were constructed to include more masculine than feminine wording, participants perceived more men within these occupations (Study 3), and importantly, women found these jobs less appealing (Studies 4 and 5). Results confirmed that perceptions of belongingness (but not perceived skills) mediated the effect of gendered wording on job appeal (Study 5).
https://hbr.org/2014/08/why-women-dont-apply-for-jobs-unless-theyre-100-qualified
https://www.forbes.com/sites/womensmedia/2014/04/28/act-now-to-shrink-the-confidence-gap/#5dede2515c41
Women working at HP applied for a promotion only when they believed they met 100 percent of the qualifications listed for the job. Men were happy to apply when they thought they could meet 60 percent of the job requirements.
https://academic.oup.com/socpro/article-abstract/56/3/385/1707579?redirectedFrom=PDF
Men are more likely to have the connections that bring job offers, and are more likely than women to get their jobs through informal networks. Women are less likely to obtain jobs through informal networks and less likely to receive unsolicited job offers, even after controlling for experience .



5 Today
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e Recruitment

e Evaluations and promotions

e Trust and connection
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administration

How are “office housework” and
“elamour work” assigned?

G‘\ GreenHouse Consortium
o eumana gement training


Presenter
Presentation Notes
Office house work: women and other minorities do more office housework like making coffee, picking up the cups but also administrative tasks, organizing the office party or emotional labour like easing a conflict in the team. If they refuse to do so they can be viewed as prima donnas. 

Glamour work: prestige assignments that can help your career and that many people want. Women are less satisfied than men with the share of these assignments they get, especially after maternity leave. 

https://hbr.org/2018/03/for-women-and-minorities-to-get-ahead-managers-must-assign-work-fairly
something we hear often is, “I ask women to plan the parties because they’re better at it” or “I ask women to do those kinds of things because they’re more organized.” This kind of thinking can lead to a toxic environment where women are expected to take on and excel at unrewarding tasks, while men’s time is protected for more remunerative work.
Assign tasks equally and hold everyone accountable for the tasks they’ve been assigned — even small ones. If there’s someone on your team who never gets asked to do mundane tasks because he’s “just not a details guy,” that’s a performance problem. It should be addressed like any other performance issue.
Sometimes the problem is that only a few employees have the requisite skills to tackle the plum assignments. To fix it, invest some time into helping other employees gain those needed skills.


Breakout session

What is the glamour work

and office house work in

your team? How are they
assigned?
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e Recruitment
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Breakout session

What biases did you
notice in evaluations and
promotions? What could

be done?



E Mitigating bias evaluations and
2. promotions — best practices

e Avoid the recency effect — take regular notes

e When possible, take input about people from different sources, recognizing
that they too have biases but perhaps a different set of biases than you

e Tryto be as specific as possible, reflecting on agreed upon expected
outcomes, if possible, standardize the process, especially for promotions

e Letting your system 1 unchecked, ask yourself what stereotype associations
you are making for this person and how they impact your judgement of them -
Watch out for biases in wording grounded in these stereotypes (e.g. nice and
chatty versus good people skills and strong communicator)

e Don’t cram your evaluations all in one go, take a quiet reflection time for each
person

e Ask yourself on a regular basis, is my judgement of this person still valid? Can |
think of signs this person made progress? Regressed? Watch out for
attention/perception/confirmation bias — take the time to search for signs of
progress / ask others

G GreenHouse Consortium
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when managers hold negative beliefs, even unconscious ones, about minority workers, minority employees perform much worse than they do with unbiased bosses. In other words, managers’ biases can become self-fulfilling prophecies.

https://hbr.org/2017/01/evidence-that-minorities-perform-worse-under-biased-managers
https://hbr.org/2016/11/lets-not-kill-performance-evaluations-yet
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D Take the time to get to know
peop | e

Managers with a bias (as measured in IAT)
don’t necessarily treat people worse, they
tend to ignore them

® KCKNOWLEDLE D (D 1GNoRED () sweevVED

From a motivational perspective, ignoring people is as bad as shredding their work in front of them!

G GreenHouse Consortium
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https://hbr.org/2017/01/evidence-that-minorities-perform-worse-under-biased-managers



A few additional ideas
V
b‘?&‘ﬁﬁﬁfﬁ?

e Take more time to listen to people who are not in your in group —
schedule a lunch or coffee just to get to know them

e Expand your in group — some people have very small in groups while
others include animals, plants..., go out of your comfort zone and built
trust with a wider group

e |faperson’s behavior appears stupid, selfish, mean... to you, discuss with
someone else until you are capable to see a positive driver behind the
behavior — most people are not stupid, mean or selfish...

 Find the qualities of your out groups — what can | learn from them? It’s
much easier to see their short comings and pitfalls than their qualities. If
you can’t identify them, ask someone else to help you

* Schedule sensitive conversations and performance reviews at a moment
in the day when you know you will be fresh

G GreenHouse Consortium
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Summary

Everybody is biased, it is how your brain can work so fast

In some situations, with some people, these biases can be problematic — it is
important to recognize what these situations and/or these people are

Depending on who you are and what matters to you, you don’t have exactly the
same biases as your colleague — know your own biases

When you are tired, stressed, hungry, have focused for too long biased thinking
gets worse

The most important thing you can do is be self-aware: of your potential biases and
of your own state

Practice until self-awareness becomes automatic

With awareness comes the potential to set up mitigating strategies — practice until

these become automatic
G GreenHouse Consortium
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