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eq-ui-ty\  'e-kwa-te\ 
 1 a: justice according 
to natural law or right; 
specif: freedom from bias 
or favouritism b: some- 
thing that is equitable 
 2 a: a system of legal and 
procedural rules and 
doctrimes that supplement, 
aid, or override common 
and statute law and are 
designed to protect rights 
and enforce duties fixed by 
substantive law b: trial or 
remedial justice under or 
by the rules and doctrines 
of equity c: a body of legal 
doctrines and rules devel- 
oped to enlarge, supple- 
ment, or override a narrow 
rigid system of law.  
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I hope that you will include people with disabilities when you are working on 
diversity issues. My husband is on the Mayor's Commission on Human Relations 
in Oakland, CA. Diversity is one of the issues this commission addresses. Often, 
the members of this commission neglect to take into consideration that 
disabilities should be included and do change the texture of a culture. He has 
cerebral palsy and uses a power wheelchair. 

So, don't forget people who are blind, deaf, have mobility impairments, cognitive 
impairments, environmental illness or multiple chemical sensitivities, etc . . . 

[A netsurfer who responded to an invitation for ideas and suggestions.]  

  



Equity across the curriculum  

Introduction 

At the beginning of 1993, East End Literacy initiated an anti-discrimination change process. 
This process involved every level of the organization: the board of directors, staff and volunteers, 
and the programs and services provided to more than 150 adults each year.  

As a result, East End Literacy has made significant progress in identifying existent barriers and 
making changes accordingly throughout the organization. Such changes have included the 
development of anti-discrimination and employment equity policies, the introduction of anti-
discrimination training for tutors and staff, and the addition of community-based diversity 
requirements to the board recruitment policy.  

Discussions with students and tutors about the draft anti-discrimination change process indicated 
the need for an anti-discrimination curriculum— a curriculum that would provide a framework 
within which tutors, students and staff could identify and discuss issues such as stereotyping, 
prejudice, and discrimination as integral parts of day-to-day literacy work.  

However, the history of social-change efforts in other organizations suggests that while the 
development of an anti-bias curriculum is an important step, without built-in support and 
commitment, it may not be enough. The organization must be willing to look critically at its 
structure, decision-making processes, communication practices, even its mission statement. 
Why? Because all of the above reflect ingrained assumptions (both positive and negative) about 
groups and individuals. 

As the population we serve grows more diverse, there is an increasing need to challenge these 
long held assumptions. Approaching the task from the perspective of organizational change can 
provide new insights into previously held beliefs and methodologies. 

This book aims to ease the difficulty of dealing with organizational change and its surrounding 
issues. Significant time has been devoted to examining strategies and approaches to achieving 
equity, and information is provided on how to plan and start an organizational change process -
from identifying systemic barriers in the delivery of services, to measuring progress over the 
long term. Some basic principles have also been outlined for consideration when developing an 
anti-discrimination policy. 

Equity Across the Curriculum presents an opportunity to spend time working at the 
relationship between tutoring content on the one hand, and community-based literacy philosophy 
on the other. Its premise rests on notions that we all espouse, but may not yet know how to make 
an integral part of our day-to-day literacy practice. 

Alfred Jean-Baptiste  

 



PART 
ONE 

 
 

 

Organizational Change 

 

  



one:     literacy for equity 
    - literacy for critical awareness  
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Literacy for critical awareness 

 

Education has multiple meanings and multiple uses. It triggers new ideas and provides valuable 
techniques for logical thinking and problem solving. Education also has the potential for 
improving relationships among people by helping to unmask the myths that influence our 
perceptions. 

As individuals, we have experienced, witnessed, or known people who face many difficult issues 
including unemployment, homelessness, crime and violence, poverty, racism and other forms of 
discrimination Our involvement in critical discussion of these issues helps us to become more 
knowledgeable about them and how they affect us and others in our lives. Critical discussions 
can also help to broaden our awareness of the options that are open to us. Historically, adult (or 
popular) education has shown a tremendous potential for increasing the 'common sense' 
understanding of social issues through engaging people in open and critical analysis. 

Changing ideas based on prejudice and stereotypes often involves changing our ideas and views 
about virtually everything. This is because we define ourselves in relation to others through 
various comparisons, reactions, and interactions. And although the education of children 
increasingly reflects anti-bias curricula, that too may be inadequate if their parents, friends and 
family members continue to act based on stereotypical ideas about people.  

Adult education and community-based literacy organizations can play a significant role in 
helping adults -- including parents -- develop more critical and inclusive perspectives. 
Specifically, literacy organizations (staff, facilitators, volunteers, students, etc.) have a 
tremendous potential for contributing to a society which promotes equity and values diversity. 
The primary challenge in realizing this potential lies in finding new and creative ways to make 
social issues an integral part of organizational life, teaching styles, resources, activities, etc.  

Many literacy programs already pride themselves on being learner-centred and use the Whole 
Language approach to literacy education. Many adult and literacy educators are influenced by 
Malcolm Knowles, who promotes the participation of students in setting educational directions 
and goals, and Paulo Freire, who emphasizes the political nature of literacy, and sees adult 
literacy as both a tool and a process for social change. 

  



 

However, after all is said and done, our teaching styles and approaches can only serve as 
filters of our view of the wor(l)d. The fact is that most of us were educated within a 
traditional core curriculum, one which helped to shape our perception of people and the 
world we live in.  

Therefore, our teaching philosophy and the content of materials used may sometimes be 
at odds with our methodology and vice versa. For example, we may believe that literacy 
can be empowering personally, socially and politically, while our curriculum resources, 
references and materials continue to show certain groups in purely stereotypical roles, 
without any opportunity for a critical analysis of those roles. 

Like some adult educators, many literacy practitioners share a belief that everyone has 
the right to learn to read and write, and to participate in the social environment in which 
they live: to express themselves, and to respond critically to issues. The ideas and 
suggestions contained in this document will help to achieve these goals. They will also:  

 Show how to strengthen our organizational commitment to building 
equity  

 Help to create learning environments that provide the opportunity 
for students and tutors to examine issues pertaining to prejudice, 
stereotyping and discrimination 

 Provide a framework for checking textbooks and other resources for 
bias  

This text will also help organizations find new and creative ways to: 

 Reflect diversity in teaching strategies, the selection of content, 
activities, exercises, etc 

 Affirm racial and cultural differences with regular activities, not 
only during a special time such as Black History Month and the 
Chinese New Year, but as an integral part of organizational life  

 Reflect on the issues of people who are blind, deaf, have mobility 
impairment and cognitive impairments 

 

 



Some Guiding Principles 

 

In 1994, the Ontario Ministry of Education and Training adopted the Framework and 
Core Quality Standards for Adult Literacy Education. This includes guiding principles, a 
vision, system-wide objectives, and core quality standards for literacy training in 
Ontario. Some of the standards and objectives can serve as benchmarks against which to 
measure progress in our efforts to build equity within our organizations. A few examples: 

  "We promote racial and cultural diversity in literacy education." 

  
"We encourage staffing of programs to reflect the racial and 
cultural diversity of the communities which they serve and 
support the right of communities to create flexible programs 
which meet the of their diverse population."  

  
"We encourage all programs to develop or modify curriculum to 
reflect in an equitable way a culturally and racially diverse 
society, both genders, and people with disabilities." 

  
"We encourage all programs to accommodate the special access 
needs of people with disabilities, including the provision of 
equitable delivery and support services." 

Literacy can be a very effective building block for raising awareness of equity issues. 
However, it remains our responsibility to make the links and cultivate the literacy 
practices which make building equity an integral part of our commitment to the people 
who need and access our services. Quoting from one of the Core Quality Standards: 

" A quality literacy program respects differences. It has 
structures and supports in place to increase access and 

equitable outcomes and to help learners from all 
backgrounds reach their goals." 

 

 

 

  



 

 

 

 

  



Defining Equity  

 

Equity is addressed when resources are distributed according to individual and 
community needs in order to narrow the gap between advantaged and disadvantaged 
persons. As an aspiration, equity requires commitment to and movement toward at least 
three broad goals: 

  
Organizational change 

Building diversity and access to services 

Increasing participation in decision- making 

Careful attention also needs to be paid to all the key elements of the organization : 

  Culture - shared values 

  Staff - knowledge, skills, attitudes, interpersonal relationships, 
  demographics 

  Board - what it has done well in the past; what it is known for 

  Styles - of management, volunteers, e.g., cooperative, authoritarian, 
   laissez-faire, consultative 

  Tasks - mission, goals, objectives, operating, policies 

  Strategies - e.g., student involvement, and content 

  Systems - decision and information systems including personal systems 
   such as recruitment and promotion 

  Arrangements - structures, work flows, communication links 

 

 

 

  



 

Many community-based literacy organizations already have some experience dealing 
with equity issues. For example, poverty has long been identified as a barrier preventing 
people from accessing literacy. As a result, many programs offer supports such as 
transportation and child care to allow people to access literacy upgrading opportunities.  

However, despite such good intentions, many literacy programs have not been able to 
effectively address the systemic barriers which affect individuals because of their race, 
gender or physical abilities -- barriers which exclude and prevent people from fully 
accessing the opportunities and benefits programs have to offer. 

 

Social Functions  
 

Within organizations there are social functions which, depending on how they are used, 
affect the ways in which people are able to access their services. These social functions 
fall into five distinct areas:  

 

Some social groups are disadvantaged through being excluded from the use of these 
functions, while those who are able to use the functions become more advantaged.  

 

 

 

  



Barriers to access include:  

 

Information: 

  access to information is denied 
    

  organizations do not have information about the needs of  
different communities 

    
  information is defined without reference to needs 
 

Connections 

  some groups are not part of the connections network 
    
  their networks are unknown or undervalued 
 

Experience and Expertise 

  some groups find their experience and expertise are not valued 
    

  they do not have access to opportunities to develop experience 
and expertise 

 

Decision Making 

  some groups are excluded from the decision-making process 
 

Resources 

  some groups are excluded from access to resources 
    

  also, they do not have access to the resources needed to  
facilitate participation  

 

 



 

 

An increasing number of organizations state the importance of equity in their 
value statements. However, despite the well-intentioned formal statement of 
these values, there are informal values and cultures within organizations (based 
on traditional and customary ways of doing things) which do not take into 
account the changing nature of communities. 

 

Values, systems, structures and behaviour interact to manage how the five social 
functions operate or get used. In turn, these functions can either service as 
barriers or tools for increasing equity and access. Paying particular attention to 
the social functions will make it easier to analyse your organization's needs and 
find ways to make it more inclusive.  

  



1. Organization Change 

 

An organization's structure, decision-making processes, communication 
practices, and mission statement are based on assumptions about 
communities, groups and individuals. 

These assumptions inevitably reflect the experiences and perceptions of the founding 
members, and the individuals who play a role in designing systems, programs, etc. After 
all, it is only natural that people involved in establishing criteria, designing systems and 
programs or determining processes, will bring their own experiences and perspectives to 
the task. 

At the program delivery level, these perceptions, combined with collective and individual 
behaviour, have a significant impact on the services offered, how they are delivered and 
who has access to them. In pursuing equity as a goal it is absolutely crucial to constantly 
examine those long held ideas, organizational values and behaviour. Not to make them 
value free or value neutral, but to ensure that the values, systems and structures are 
evolving toward increasingly higher degrees of equity and diversity. 

As the population we serve grows more diverse, and as economic hardship increases, we 
must be highly sensitive to how accessible our services are to people -- all people. While 
the review and planning cycles which set program priorities and satisfy funding 
guidelines are critical of the status quo, the pursuit of equity is often not an integral part 
of the review and planning process.  

In order to make the pursuit of equity part of the regular planning cycle, 
there must be a willingness to develop and institute a comprehensive plan 
to: 

 Access, analyse and remove the visible and invisible barriers to 
service which affect people because of their race, culture and 
ethnicity, gender, language, geography, sexual orientation, ability 
and other circumstantial features. 

 Increase participation by removing barriers to an equitable 
distribution of decision-making power and employment -- barriers 
of procedure, of practice, of representation and of resources. 

 Establish the building of equity as part of organizational culture 

 

 

 

 



Organizational change requires the transformation of our 
organizations' practices and policies so that they reflect the needs and 
desires of our communities, and that the power to make policies and 
procedures is fairly distributed. 

Community-based Literacy and Organizations Change 

 

Attempts to address inequity often tend to assume that the overall system is fair, but that 
it is misapplied in certain individual cases. To facilitate equity, society then tries to 
redress the damage inflicted on those individuals. This approach attacks inequity by 
entrenching individual rights to fair treatment, and giving individuals the power and 
opportunity to protest violations of these rights. The Ontario Human Rights Code and its 
mechanism for rights enforcement exemplify this approach through addressing inequities 
in specific, individualistic terms, and proposing individualistic remedies for them. 

It is important that we develop a more comprehensive approach to equity as an inclusive 
process which benefits all social groups and individuals. This approach recognizes that 
inequity occurs when practices, though they do not single out individuals for special 
treatment, may nonetheless treat individuals unfairly because they fail to consider their 
social situation. Many people face disadvantages under ostensibly "neutral," but in fact 
biased systems. These are referred to as systemic inequities. 

Community-based literacy organizations and advocates have had to deal with systemic 
inequities for a very long time. Often volunteers assume that teaching someone to read 
and write merely involves replicating their own educational experiences. However, most 
literacy providers are aware of the limits of this perception, and the fact that many people 
have not learned to read and write because of systemic barriers within the school system. 

Many community-based literacy programs use tutor training sessions to help raise 
awareness about issues facing people with low literacy skills. As part of their orientation, 
potential tutors are sometimes made to listen to students talk about their struggle to 
manage their lives, and their experiences of being labelled with a particular negative 
stereotype.  

 

 

 

 

 



The historical role of community-based literacy organizations suggests 
a philosophical commitment to at least three fundamental 
responsibilities: 

 

i. Legal responsibilities as defined by the Canadian Charter of Rights and 

Freedoms: 

"Every individual is equal before and under the law and has the right to 

the equal protection and equal benefit of the lawwithout 
discrimination, and in particular, without discrimination based on race, 
national or ethnic origin, colour, religion, sex, age or mental or 
physical disability." 

 

ii. Program deliverer responsibilities as defined by the agency's mandate. For 
example, East End Literacy's mandate is to: 

"...teach English-speaking adults reading, writing and everyday math 
skills and promote self-help and community awareness of literacy 
issues." 

 

iii. Social justice responsibilities in accordance with principles of social justice, 
equity and access: 

Community-based literacy organizations share a vision which values 
the dignity and self-worth of individuals, where sytemic discrimination 

and barriers are eliminated, and where society celebrates human 
diviersity. 

 

 

Cast in their broadest context, the above responsibilities require an approach to equity 
which will transform our organizations, policies and practices so that they fairly reflect 
the needs and desires of our communities. To be effective, however, our organizational 
change efforts must have a clear vision, and embrace the tools and strategies which allow 
us to analyse take action and measure progress. 

Many community-based literacy programs were born out of a desire to increase equity of 
access. There is also an underlying belief that everyone should have the right to 
participate fully in community life and access to opportunities for social, economic and 
personal wellbeing.  

 

 



2. Building Diversity and Access 

 

A diverse and equitable organizational environment is rich in possibilities for exploring issues 
pertaining to race/ethnicity, gender, different-ability and sexual orientation. By addressing equity 
and diversity issues, the literacy community is opening a door that has never been opened before 
in many organizations, and discussing issues never before discussed. The fact that a literacy 
organization is talking about equity and diversity alerts program participants to some of the 
things the organization considers important. This sets the stage for practicing equity across the 
curriculum. 

Having said this, addressing equity and diversity issues takes courage, commitment and long 
term planning. It also means acknowledging the existence of equity and diversity issues at every 
level of society. You can't value diversity unless you accept the scope of its existence. And to 
address equity issues, you must have an interest and genuine desire to make change -both 
personal and organizational.  

Linking Diversity to Organizational Change 

 

Diversity and equity initiatives are based on the premise that organizations bring people together, 
and that people, acting in sync with a series of subsystems within the organization, work toward 
reaching a set of goals based on the vision and/or mandate of the organization. Very quickly, 
organizations develop a culture based on the attitudes, behaviours and values of the individuals 
who are involved in them. This organizational culture is often reinforced by the dominant social 
ideology. 

The way each organization responds to issues of diversity and equity is conditioned by its 
collective belief and value system. Its response is usually influenced by the ideas and behaviour 
of the groups and individuals who have the most power within the social body. 

Organizational change assumes that most organizations do not incorporate issues of diversity or 
equity in their vision or goal statements. While this omission is not necessarily a conscious one, 
it results in policies and activities that minimize diversity and promote the values and ideas of the 
dominant culture. 

  



 

When combined with organizational change activities, a commitment to promoting equity 
and diversity provides opportunities for organizations to realize their full transformative 
potential. Changes in power relations, the formation of new structures, and the 
development of policies and procedures for building equity and diversity go beyond 
traditional efforts to build diversity.  

There are no set guidelines to determine when an organization is ready to start the process 
of building equity. However, before getting started on designing such a process, keep 
these questions in mind: 

 
  

Is there organizational support? 

Do a majority of board and staff endorse and support the-process? Are 
they willing to participate in the process? Are they willing to go through 
training? If there is resistance, where is it coming from? 

 
  

Does the organization have policy statements? 

Has anything been documented on the organization's position in regard to 
sexual harassment, racism or other forms of discrimination? Are there any 
clear procedures for dealing with incidents of discrimination? What steps 
have already been taken to remove barriers and increase access to 
programs and services? What measures have been taken to encourage 
student involvement in the organization? 

 
  

How will the process be driven? 

Will there be action planning, regular training and support? Will there be 
change agents identified for support, resources, and reference? Training 
alone is not the answer. What other activities, events, or programs will be 
initiated to support the training provided?  

 

 

 

 

 



3. Increasing Participation  
 

The Case of Ethno- racial Communities 

Ethno-racial communities deal with many participation barriers faced by other groups. 
However, systemic racism also excludes them from policy processes and actual decision 
making, in ways that perpetuate that exclusion.  

PPolicies and programs are typically developed within a social network 
amde up of funding officials (who dictate what programs would be 
funded or not) and service providers (who write grant proposals based 
on program priorities which are supposed to reflect community needs). 
More often then not, the people involved in making these decisions are 
part of the dominant culture. SOmetimes they know each other or have 
long-standing social connections. People from ethno-racial 
communities are generally not part of this network, and therefore are 
not included in the cycle of decision-making. 

Moreover, this exclusion becomes self-perpetuating as the absence of ethno-racial 
communities helps to promote the perception that they do not want or need the services. 
Those of them who actually do use the services generally do not participate in other 
aspects of organizational life.  

Such lack of involvement is often rooted in systemic barriers which restrict access to 
membership on decision-making boards and committees. Membership is usually drawn 
from individuals who are themselves part of an informal social network. While these 
networks rely on community expertise and knowledge in defining the community's 
needs, and in proposing innovative ways to meet those needs, they locate this community 
expertise and knowledge through their own informal connections with other members of 
the community. 

As a result, the experience and expertise of racial minorities in defining 
the economy's needs -- their own and the larger community's -- tend to 
be ignored or dismissed.  

 

 

 

 

 

 



 

 

 

  



Power and Politics 

Managing effective organizational change is an ongoing process of identifying, 
removing or minimizing the adverse effects of barriers in the organization as a whole 
and in its methodology. The process of implementing change generally takes a 
combination of planning, strategic thinking, teamwork and negotiation. An 
important first step is a Strengths, Weaknesses, Opportunities, Threats (SWOT) 
analysis. 

Information from a SWOT analysis can help you capitalize on the strengths of the 
organization and find ways to address its weaknesses. The analysis involves: 

 

Doing a situation analysis 

Figuring out what's going on, identifying what should be going on and your capacity to 
make it happen. 

 

Finding out what kind of support is there for the process? 

Is there commitment from the Board and senior level staff? Is there an adequate 
allocation of staff, time and financial resources? How will staff, tutors, students, other 
volunteers be involved? 

 

Recognizing what opportunities exist for building a team approach and 
support for the process 

Can you get others involved in developing responses and ensuring that appropriate 
decisions get made in a timely manner?  

 

Conducting a potential problem analysis 

This involves understanding the agendas of those supporting and those likely to resist 
change, predicting the form that resistance might take and being aware of the most 
common reasons people resist change. 

 
 
 
 
 



Sample SWOT Analysis Chart 

Strengths  Weaknesses Opportunities Threats 

Students are 
reflective of the 
ethnic and 
cultural makeup 
of the 
community. 

Tutors, board and 
staff are not 
representative of the 
general makeup of 
the community. 

Develop connections with 
groups and individuals, (e.g. 
ethno-racial, gay and lesbian, 
differently-abled). Reflect 
their expertise in the systems, 
structures and practices of 
the organization. 

Tokenism: A tolerance 
of difference but no 
organizational 
commitment to 
systemic and 
comprehensive 
change. 

 

 

This degree of thinking and planning is necessary for several reasons: 

 The process can be very unpredictable & planning will help prepare you for the 
unexpected 

 Both luck and skill are important & planning will let you maximize both 
 Difficult situations require concentration and practice 
 It always seems as if hundreds of things are happening at once, some of them seemingly 

unrelated to what you want to happen. Planning will help you better assess your options. 

  



The Power and Politics of Managing Change 

The traditional view of managing of change is still valid. The cycle of activities -- 
planning, doing, reviewing -- must occur throughout the process. These activities will 
make it easier to talk about what you are doing. However, two other dynamics of the 
change process which are sometimes not acknowledged as part of the traditional view of 
change are Power and Politics.  

Power can be considered a resource. It can be used to create or resist change, depending 
on social forces, institutional practices, and individual decisions. It has both creative and 
coercive aspects which can be exercised based on a combination of external and 
positional factors, as well as internal and personal qualities. Coercive power is usually 
exercised through domination, exploitation and hegemony, while creative power 
exercised in an enabling manner, collectively or individually. 

A critical aspect of managing change is the use of power. Creative power, when 
combined with strategic considerations, can play a significant role in the change process. 
For example, it can help to gain support for change through: 

 Power sharing -- sharing of responsibilities for the process  
 Appeals to legislation, existing policies 
 Appeals to rationality Persuasive and creative techniques  
 Attempts to calm anxiety 

Power is also an important dynamic in the strategies used to resist change. For example, 
when dealing with issues of racism, the location of power within the organization can 

play a significant role in either diluting or giving credence to a number of resistance 

strategies. 
 

  



Forms of Resistance 

 Denial strategies: based on the idea that there is no such thing as cultural and 
institutional racism, only personal racism in its crudest form.  

 Colour-blind strategies: focus on the notion that all people are the same, that 
members of any race have similar problems, needs and objectives. 

 Patronizing approaches appear to accept the principle of equality between 
whites and [other races]. But when the power and privilege of white people is 
challenged, demands for substantive change are met with fierce resistance and 
the status quo is affirmed. 

 Decontextual strategies: that acknowledge the presence of racism "out there" in 
the external environment, but not "in here," in this organization. 

 
Politics can be used to obtain formal and informal approval for the change process. The 
effect can be highly volatile, and your plan for change can be substantially compromised 
here. The need for contingency planning is recommended: make sure you know the 
formal and informal 'hoops' that need to be jumped, and the agendas of all the principal 
players. Maintain active contact with those in a position to grant approval. 

Politics also helps you to predict the form that resistance might take. It will aid in 

developing an awareness of the most common reasons that people resist change. 
These are: 

 a desire not to lose something of value such as title or status  
 a misunderstanding of the change and its implications  
 a belief that the change does not make sense for the organization  
 a low tolerance for change 

In a nutshell, an understanding of organizational politics can make it easier to assess the 
organization's readiness for change.  

 

  



Is it at the Resistance/denial stage?  
 

    There are no problems... 
          here, we treat everyone the same 

 

The token stage?  
 

    There is no systemic process for comprehensive change. However, there is 
what     appears to be tolerance of difference and a degree of acceptance of the 
need for change  

 

The Acceptance stage?  
 

    The organization embraces diversity and commits itself to developing a 
process,     tools and strategies for building an inclusive organization 

 

It should be pointed out that managing a change process is not necessarily as painful as it 
appears. In order to be more responsive to the needs of communities, different 
organizations have embarked on a range of equity and change processes. Some have 
adopted a pro-active approach, while others have responded to internal and/or external 
pressures. 

Whatever the situation, the process followed is as critical as the eventual outcome. A 
good process, in and of itself, can make it an effective educational experience. It can also 
help to overcome resistance and denial. 

Of course, any process of facilitating change carries with it a potential for some degree of 
chaos! Things don't always turn out quite the way they were planned. However, if it is 
done right, this could be a very exciting time in the life of the organization -- an 
opportunity to learn new and dynamic ways of doing things.  

 
 

  



Every effort should be made to create opportunities that will:  

 be participatory and experiential -- allowing for people to share 

their view of the world, and learn from the experiences of others  
 be based on the principles of anti-discrimination. popular and 

democratic education  
 separate people from issues a civil approach to dealing with 

difficult issues is more likely to produce opportunities for 

positive learning than an aggressive one  
 encourage joint problem-solving and allow room for the 

consideration of other options  
 be open to ongoing reflection and assessment  

Finally, in looking at programs and services, it is important to be aware of the many 
different kinds of barriers to resources and opportunities. At the same time, keep in mind 
that each form of discrimination will require specific analysis, research and training. 
Consider selecting one form of discrimination for priority consideration. This should be 
done with the understanding that the process, ideas, policies and procedures could be 
adapted to other forms of discrimination later. 

 

  



 

 

 

 

  



Making it all Make Sense 

In the previous chapter we talked about the role of politics and power in managing 
change. In this and subsequent chapters, we will look at some of the areas in which 
politics and power dynamics get played out. 

The change process involves a range of critical steps and activities which, for 
convenience, can be grouped in the following way: 

 Start-up: building commitment and vision 
 Get information needed: look at how things are done 
 Plan, design, and implement 
 Develop indicators of progress 
 Select a priority for action 
 Develop new policies 
 Develop an organizational plan of action 

People involved in change work must be continually asking: Where are we now? What 

do we need to do next? How did we do? What kind of power is needed in order to 

proceed? 

These questions need to be asked all the time because while you are attempting to do one 
thing, several other people may also be making similar and different changes. So what 
actually happens may be quite different from what you intended.  

Working with the different aspects of the change process provides a framework against 
which to ask those questions and to measure progress and outcomes.  

 

 
 



Start-up: Building Commitment and a Vision  
 

 

Start-up occurs when a set of issues give rise to a momentum for change, or when 
opportunities cause people to think of changes they have always wanted to make. 
Initially, it may not be a systematic process. It may simply involve the coming together 
of differing agendas which will be best met by supporting organizational change. 

Although the ideas and issues may have been around for some time, at start-up there is a 
will to act. At this stage, it will be important to gain some clarity about: 

 The forces pushing for change 
 The problems to be fixed by the change 
 The identities and agendas of the principal participants  

The start-up stage also involves figuring out who will be involved in managing the 
change, and developing a vision to guide the process.  

 

Steps to Be Taken:  

1. Form an Anti-discrimination or Equity Working Group 

Deciding who should be on the committee is a critical first step. It is important that the 

team reflect the demography and racial diversity of both the immediate and wider 

community. The composition of the group will have an impact on how the change 
process will be thought about, designed and implemented. 

The people responsible for deciding who might be on the working group need to develop 
recruitment criteria which might include: 

 knowledge, experience and commitment to equity 
 representation in terms of racial diversity, gender, people who are 

differently-abled and other people relevant to the current focus of 
the work  

 organizational balance among students, tutors, staff, and board 
 knowledge of community needs (e.g., literacy, access, anti racism, 

issues affecting people with disabilities)  

 

 
 



Before forming the working group, some thought also has to go into the following: 

i) Mandate and terms of reference 

 what will the working group be expected to accomplish? 
 what issues will it be responding to? 
 will it deal with emerging or long standing issues? 

When determining the working group's terms of reference, make sure there are built-in 
procedures for skills development, and structures that ensure: 

 commitment to the process and issues at stake 
 knowledge and skills development 
 decision-making power 
 accountability 

The working group should have the opportunity to refine the terms of reference once it has been 
setup. 

    ii) Reporting Relationships 

         To ensure that its recommendations will be acted on without delay, the working group 
         needs to report directly to senior staff and the board of directors. 

    iii) Resources 

         The working group will need staff time allocated specifically for the purpose of carrying 
         out its mandate. A budget is needed to cover the costs of training, communication and 
         other expenses. Funding may be required for organizational change consultants/trainers, 
         child care, transportation, materials purchase and/or production. 

At least one member of the group should function as a Change Agent, responsible for making 
sure the vision and desired changes are carried out. This requires knowledge and familiarity with 
equity issues and a commitment to the need for anti-discrimination organizational change.  

  



2. Build a Vision, Build Commitment 

At this point, the group's approach to its mandated issues can be crystallized into a vision 
statement with enough power or energy to demand attention. After all, action needs a motivating 
vision. However, keep in mind that such visions are often high in intuitive good sense, but low 
on specifics. Attention must be paid to how widely these specific details are shared, known, 
understood, and accepted. 

Within the context of their mandate, members of the working group should start building a vision 
of what a more inclusive organization would look like as it travels on the road to building equity. 

The working group should consider the following key questions:  

 What issues and concerns indicate a need for change?  
 Is the organization implementing delivery of services and programs as outlined in 

the vision statement? 
 Is the organization delivering services and programs in a manner which is consistent 

with its vision? 
 What barriers have been identified within the organization that hamper service 

delivery? 
 Are all members of the community equally well served by the organization's existing 

services and programs? 
 What are the barriers to change? 
 Does the organization recognize and respect the diversity within the community? 
 Which communities and sectors are under-served and under-resourced?  
 What changes should be made? 
 What will the organization eventually hope to look like? 

The working group should also consider developing a set of values and principles which will 
guide its work and the change process. For example, principles which emphasize: 

 inclusion and representation  
 equity in a way that shares power and resources among all the participants in the 

process 
 the creation of a safe space -- define conditions for a "sate space" 
 a results oriented process 

 

A useful way to stay on track is to constantly question what is being done in relation to 
the guiding principles.  

For example, is the process equitable in a way that shares power and resources 

among all participants? 

 



3. Get Information Needed  

If an organization is to succeed in making programs and services more accessible, it 
needs some way to assess what barriers exist in order to decide what changes are needed. 
The most effective way to do this is by constantly:  

 questioning assumptions 
 reviewing systems and structures 
 reviewing practices and behaviour 

Using the Barrier Analysis Tool (BAT)/ Activity Planning Tool on the next page, the 
working group could start off with the following sample questions to do a barrier 
analysis and assess the organization's needs.  

BAT Sample Questions:  

 

Information 
 

What are the organization's values and assumptions about information? 

What systems and structures has the organization set up for the exchange of 
information with different groups in the community? 

How do these operate in practice? 

What information does the organization have about the community? 

What information do the different groups in the community have about the 
organization? 

To whom does the organization send information?  

 How is the information sent? 
 Who defines the information and plans? 
 What information is sent and is it appropriate? 
 Are the messages sent likely to result in two-way communications 

between the various groups and the organization?  

 
 

 

 



 
Connections 

 

What are the organization's values and assumptions about its connections with 
the community?  

What systems and structures does the organization have for ongoing contacts 
with different groups in the community? 

What happens in practice? 

Has the organization established any connections with groups in the 
community, e.g., ethno-racial groups? Gay and lesbian? Differently-abled 
people? 

Have these contacts included representatives of the diverse and newly 
emerging groups in the community? 

Have these contacts been equitable? 

Have these contacts been ongoing or has the contact been a one-time 
consultation with little follow-up? 

Have these contacts been results-oriented?  
 
 

 

Barrier Analysis/Activities Planning Tool (sample) 
 

Governance 
(E.g., policies, procedures, 
and A Board-related actions) 

Assumptions Systems 
& Structures 

Practices 
& Behaviour 

Information       

connections       

experience/  
expertise       

decision- 
making       

resources       
 



Barrier Analysis/Activities Planning Tool (sample) 
 

Governance 
(Pertaining to all aspects of 
staffing and volunteering) 

Assumptions Systems 
& Structures 

Practices 
& Behaviour 

Information       

connections       

experience/ 
expertise       

decision- 
making       

resources       
 
 

 

 

Barrier Analysis/Activities Planning Tool (sample) 
 

Service 
(Includes all programs and 
approach to service delivery) 

Assumptions Systems 
& Structures 

Practices 
& Behaviour 

Information       

connections       

experience/ expertise       

decision-making       

resources       
 
 

 

  



Experience/Expertise  

 
 

Connections 

 

What are the organization's values and assumptions about the experience and 
expertise of its staff, and volunteers?  

Does the organization routinely acknowledge the expert enc. and expertise of 
specific groups in the community, and is this reflected in the systems, 
structures and practices of the organization? 

Does the organization call on experience and experience and expertise of 
people who are not part of the dominant culture to assist it in identifying and 
responding to community needs?  

Does the organization routinely include people who reflect the general make up 
of the community in planning, decision-making and service delivery initiatives? 

Does the organization have staff and volunteers who reflect the general make 
up of the community? Do they participate in planning, decision-making and 
service delivery initiatives? 

Does the organization recognize that some groups within the community have 
been disadvantaged and prevented from developing experience and expertise, 
and has the organization taken action to remedy this disadvantage? 

Does the organization recognize that capacity-building within non-dominant 
groups may be necessary and has it devoted appropriate resources to this? 

 
 

  



Decision Making 

 

What are the organization's values and assumptions about the role of students, 
volunteers and the community in decision-making about policies which affect 
them? 

Does the organization recognize that non dominant groups need to be involved 
in the decision-making processes that ; affect the outcomes for their 
communities? What systems and structures exist to implement this? 

Is this recognition reflected in day-to-day practice? 
 

Resources 

 

What are the organization's values and assumptions about the allocation of 
resources?  

What systems and structures are set up to allocate resources and do the 
people (staff, students, volunteers) involved reflect the diversity of the 
community? 

 
 

 

  



4. Plan, Design and Implement  
 

At this stage in the process, it will be helpful to return to the vision which was developed 
at the beginning of the change process. Check to see if it needs to be altered in light of the 
questions and analysis of barriers done up to this point. Also, revisit the principles that 
were developed and refine them if necessary. 

You should also develop a list of criteria which will be applied to planning, design and 
implementation of the proposed organizational change. These criteria should reflect the 
values of inclusiveness that are embodied in the vision statement and should be reflected 
in the five principal Social Functions: Information, Connections, 

Experience/Expertise, Decision-making and Resources. For example: 

 

Information  
Maintain ongoing communications with a broad cross-section of groups and 
individuals who reflect the diversity of the community 

 

Connections  
Make and maintain inclusive, equitable, ongoing and results-oriented 
connections with groups and individuals who reflect the diversity of the 
community 

 

Experience/Expertise 
Acknowledge, use, support and build experience and expertise among 
individuals and groups who reflect the diversity of the community  

 

Decision-making  
Involve and share power in decision-making with groups and individuals who 
reflect the diversity of the community 

 

Resources 
Include, target and link groups and individuals who reflect the diversity of the 
community 

 

 



 

At this stage, activities must be planned in each of three broad orgarnizational categories: 
Governance, Employment and Service. Within each of these categories, activities should 
be planned to address the five social functions that affect peoples' ability to access the 
opportunities that the organization has to offer. Refer to the results of the BAT analysis. 
What new information system has to be designed? By whom? Each category of the plan 
should involve activities geared toward making changes in information. What will staff 
need to know? What will they have to be able to do? 

 

Use the Barrier Analysis Tool (BAT)/ Activities Planning Tool (APT) to do your 
planning. 

 

5. Develop Progress Indicators  
 

The planning stage is also an appropriate time to develop solid indicators of progress. Progress 
indicators are important as they enable you to keep track of how the organization is doing in its 
efforts to remove barriers. They can also be helpful in identifying and removing new forms of 
exclusion. Remember that progress needs to be measured not only at the end of a particular 

initiative, but on an ongoing basis. 

The following steps should be undertaken when developing progress indicators: 

 set standards for service delivery based on the analysis of barriers to service and on the 
criteria for barrier-free service. Set standards that are inclusive, equitable, ongoing and 
results oriented  
 

 use the social functions to develop indicators of success and to evaluate the effectiveness 
of service delivery. 

  



Equity results will be demonstrated over the long term when: 

 improved information increases diverse groups and individuals' access to, and effective 
use of, services and resources  
 

 improved connections with the organization increase the access of diverse groups and 
individuals to services 
 

 the use and development of the experience and expertise of diverse groups and 
individuals increases their capacity to access and use services and resources effectively 
 

 access to decision-making increases the capacity of diverse groups and individuals to use 
the services and resources that are offered by the organization, and their use benefits 
communities directly 

 

The organization will benefit directly when: 

 improved information leads to more informed decision-making, and the delivery of 
effective and responsive services  
 

 improved connections with diverse groups and individuals leads to better understanding 
of needs and more effective use of resources  
 

 access to a wider pool of expertise and experience and the use of this experience and 
expertise leads to more effective and more responsive services  
 

 decision-making that is informed and guided by the needs of diverse groups and 
individuals leads to better decisions about service and resource use  
 

 resources are used in focused and cost-effective ways  

 

 



What a Good Plan Should Cover  
 

 

The following outline represents a broad range of activities and outcomes which should 
form part of any meaningful plan for organizational change. 

Big picture stuff 

 

 Naming some of the relevant assumptions that should be 
considered in planning the anti-discrimination 
organizational development process  

 Developing a shared understanding and commitment to a 
framework and process  

 Identifying criteria and indicators of what the organization 
should look like at different stages in the process  

 Agreeing on an overall time frame/schedule for key 
events (to include planning and evaluation meetings)  

 Clarifying expectations 

 

Snapshot #1 -- Service 

 Conducting a review of programs and services in order to identify possible 
barriers to access. This should include consultations with staff, students, tutors 
and other community groups. There should be a focus on groups served and not 
served, languages offered, outreach methods, program content, and restrictions 
related to funding  

 Getting demographic information on the diversity profile of the community. This 
information can be used to develop a picture of the potential service community  

 Establishing an information gathering system which will help to identify 
community needs, define issues and assess the accessibility of your program  

 

 

  



 Developing appropriate supports to make programs accessible and sensitive. This 
includes making sure information about programs and services is accessible and 
widely communicated  
 

 Exploring ways to establish links with other organizations in the community to 
expand the opportunities for serving all groups  
 

 Making sure everything is done to create a welcoming, safe and accepting 
atmosphere throughout the program  
 

 Developing a strategy to ensure that all outreach materials, publications and 
program materials reflect the organization's commitment to equity of access and 
are sensitive to the diversity in the community 
  

 Exploring ways in which the organization can play an active role in combating 
discrimination in the community  
 

 Exploring ways to communicate the organization's position on equity and 
diversity as widely as possible within the community 

 

Snapshot # 2- Governance 

 Conducting an organizational assessment which will help determine gaps and 
possibilities for anti-discrimination organizational change work  
 

 Developing an anti-discrimination policy  
 

 Creating a process for consultation and discussion of the draft anti-discrimination 
policy. It should be used as a tool for building awareness among staff, students, 
board and volunteers  
 

 Reviewing all existing policies and procedures to ensure they are consistent with 
the anti-discrimination policy  
 

 Developing, where needed, new policies and procedures to ensure access to:  

    a) Programs and services 

    b) board and volunteer positions  

    c) staff positions, and staff development opportunities and promotions 
 
 



Snapshot #3 - Employment 

 Comparing the diversity of staff, board and volunteers to the potential service 
community  
 

 Setting goals for volunteers, board and staff to reflect the potential service 
community. This includes developing recruitment strategies which are sensitive 
to the diversity of the community  
 

 Developing procedures and outreach strategies to ensure information about 
volunteer, board and employment opportunities is accessible and sensitive to the 
diversity of the community  
 

 Conducting an employment systems review which will:  

    a) examine all policies, procedures and practices and their impact on staff 
recruitment,     hiring, and representation at all levels 

    b) identify possible barriers to hiring, promotions and staff development 

    c) develop procedures to make access to employment opportunities, staff 
    development and promotions fair, equitable and representative 

 Developing an equity hiring strategy  
 

 Developing a process to ensure that board, volunteers and staff actively support 
the anti-discrimination policy  
 

 Developing an in-service training model to provide ongoing training and 
educational opportunities for staff, volunteers and board to maximize awareness 
and learning about issues of equity and diversity 

 

 

 

 

 

 

 



 

 

 

  



The Sphere of Identity  
 

 

Let us start by looking at some of the social and personal characteristics which play a defining 
role in individual and group identity. Some of the personal characteristics are identified in the 
inner circle of the identity chart below. The outer circle shows some of the social, ideological, 
institutional and economic factors which influence individual and group identity. 

 

By analyzing the membership profile and each of the personal characteristics in the inner circle, 
you will be able to assess the extent of diversity within your organization. By including the 
factors identified in the outer circle, you will at the same time create a framework within which 
to discuss the impact of social, ideological, institutional and economic factors on the 
organization's culture. For example, the extent to which decision-making is influenced by the 
dominant culture outside the organization. Do attitudes and values within the organization reflect 
some of the same sentiments promoted in the media, business, politics, etc.? Who is affected the 
most by those attitudes and behaviours? Who benefits? 

These questions become crucial when deciding on the initial focus of equity-building efforts 
within any organization. Experience has shown that in order to move the process along it is 
necessary to conduct an assessment to determine the area (usually in the inner circle) in which 
the organization needs the most help in its diversity and equity building work. 

  



Assessing Diversity and Participation  
 

 

A useful approach to assessing diversity and participation within any organization is to integrate 
equity considerations at an early stage. 

For the purpose of selecting an initial focus, working group members should consider using the 
form on page 50. This can be used to measure the current state of diversity and participation 
within all levels of the organization. However, different tools are needed to analyse the social, 
ideological and economic factors operating both inside and outside of the organization. The key 
question to be asked is: "What is the make up of your organization in each of the areas 

identified?" 

Based on information about current service users and observations about the local community, 
you can develop a diversity and participation profile of your organization. The rows with the 
longest points combined with an analysis of the local environment will help you determine the 
organization's initial focus for building equity. 

It is possible to select an initial focus based on information about current service users: gender, 
race, and so on. However, observations and analysis of the local environment (i.e. community 
make-up) dominant attitudes and values, groups and individuals most openly affected by 
different forms of discrimination, factor heavily when making the decision about where to begin.  

  



Case Study  
 

 

The Starting Point 

In the case of East End Literacy (EEL), observations, consultation with 
the staff and interivew with students and tutors pointed to the need to 
focus on anti-racism.  

Since its formation in 1978, our organization's student population has 
grown increasingly diverse. The most visible sign of this was the 
changing racial and ethnic profile of participants in the early part of the 
1990's. While in 1989, eighty percent of EEL students were white, in 
1992, this had changed to fifty percent.  

East End Literacy appeared to be reaching a greater cross section of 
people from its community, attracting participants from a wide range of 
cultural, ethnic, and national backrounds. 

However, this multifaceted student representation was not reflected in 
volunteer tutors, staff, or the board of directors. Staff and tutors also 
indicated that they felt ill equipped to handle incidents of stereotyping 
or to facilitate open discussion on issues of racism and prejudice. In 
1993, when responding to the interview question: "How do you think 
EEL could be a more welcoming place for all people?" Many tutors 
pointed to the need for anti-racism to be made part of the tutor training. 

The above discussion and ideas were also informed by existing general 
information about the local community.  

 

 

 

  



Community Context  
 

 

East End Literacy is located in downtown East Toronto. Its catchment area includes at least six 
distinct neighborhoods: St. Jamestown and South St. Jamestown, Cabbagetown, Church Corridor 
(Yonge to Jarvis), Regent Park, Moss Park, and St. Lawrence. 

Our catchment area includes a high concentration of differently-abled people seven percent 
compared with three percent of the general population of Toronto. Over sixty percent of children 
in the downtown east live below the poverty line compared with twenty-five percent in the city. 
Twenty-seven percent of people in the catchment area are on GWA (General Welfare 
Assistance) or FBA (Family Benefits Assistance) compared with nineteen percent for the City of 
Toronto, while thirty-five percent of families are low income compared with nineteen percent for 
the city. 

The Regent Park, Moss Park, and St. Jamestown neighbourhoods are home to people from a 
wide range of cultural, ethnic, and national backgrounds. The two largest ethno-racial groups are 
East Asian (predominant Chinese and Vietnamese) and African Canadians or recent immigrants 
of Caribbean and African heritage. The 1991 census showed that recent immigrants made up 
seventeen percent of St. Jamestown, and that seventy-three percent of people in Regent Park 
report an ethnic ancestry other than European. 

A cursory examination of the dynamics of individual, institutional, and ideological challenges 
confronting communities in the immediate catchment area uncovered many barriers that affect 
the delivery of services. Some of the most significant of these include the lack of ethno-racial 
representation in key human-service organization roles, the marginalization and differential 
treatment experienced by ethno-racial practitioners in those agencies, and the racist ideology 
underpinning their provision of services and modes of treatment. 

Even among the most progressive of service providers, there existed a monocultural attitude to 
service delivery. The effects of systemic racism were generally ignored and community norms, 
values and local resources were not taken into account. And finally, there existed in some 
quarters a tendency to view ethno-racial communities from a "problem" perspective either they 
have problems, or they are the cause of problems.  

  



The EEL catchment area contains a variety of social barriers and discriminatory practices, 
alongside an absence of comprehensive strategies to address them. Such barriers include a lack 
of information about services provided, the unavailability of service, and the lack of knowledge 
on the part of many service providers of the linguistic and cultural needs of different groups. 
This situation has resulted in misconceptions about community needs and poor judgements in 
service provision. 

Against this background, it was important for East End Literacy to improve its policies, 
programs, and decision-making processes. To do this, the organization examined three questions: 

1. How can our decision-making processes become fairer and more representative of 

the local community?  

2. How can discriminatory barriers which exclude ethno-racial communities from 

decision making be eliminated?  

3. How can EEL programs and services be enhanced to achieve greater equity? 

In order to address all three questions it was important to first place them within the context of 

an anti-racism organizational change framework. Subsequent activities led to a broader anti-
discrimination equity building process, which soon became an integral part of organizational life.  

 

 

  



What is Anti-racism?  
 

 

Racism is discrimination based upon racial origin, regardless of nationality or ethnicity. Anti-
racism is designed to help us understand the different ways in which people experience 
stereotyping, prejudice, exclusion and discrimination because of their racial origin. It also helps 
us understand how and why we must take steps to change the situation. 

It is usually very easy to identify blatant forms of racism: name calling, racists jokes, etc. It is 
also very easy to associate racism with another place and another time. For many people, the 
perception of racism is based primarily on media images of civil rights violations in the United 
States and Apartheid in the old South Africa. 

Anti-racism engages the hopes and aspirations of both those who experience racism, and those 
who are members of the dominant culture, in challenging racism. It is sometimes very difficult to 
see the ways day-today attitudes in our communities, or the culture of some of the organizations 
where we work or belong to can facilitate racism. That is because it is usually not conscious, less 
overt and thus harder to recognize. It is usually systemic. 

 
How does systemic racism work?  

 

Systemic discrimination which effects people because of their race operates within the same 
social functions discussed in Chapter Two. Let us look at three examples: 

1. Information 

 ethno-racial communities often do not have access to information about services  
 

 organizations usually do not have information about ethno-racial communities  
 

 information is sometimes defined without adequate reference to, or understanding of 
specific needs 

  



Often, information sought or questions asked are inappropriate because decision-makers are not 
aware of the context or content of the racial diversity within their community. In the other 
direction, accurate information often fails to reach ethno-racial communities. 

 
2. Connections 

 people from ethno-racial communities are not usually part of the dominant social network 
 their networks are unknown or undervalued 
 their experience and expertise are not valued 
 they are not reflected or well represented in staff, board and volunteer structures 

One of the most profound barriers to access and equity is the lack of diversity at every 

level, especially the board of directors.  

 
3. Resources  

Ethno-racial communities often have to deal with access issues that deny them the resources they 
need. 

 they generally have less access to resources 
 limited access usually means fewer opportunities to participate 

Limited opportunities to participate in decision-making processes usually have the following 
effect: : 

 services tend to be structured according to traditional assumptions, which reflect the 
dominant community's needs  
 

 services do not take into account, and consequently fail to satisfy, the needs of members 
of ethno-racial communities  
 

 when services try to address the needs of ethno-racial communities, they generally do so 
through special "target" programs added onto existing services, rather than by integrating 
these needs into day-to-day organizational life 

  



 

The result of all of this is that ethno-racial communities do not always get the services they 

need, their differences become stigmatized as defects, and existing inequitable services 

continue intact. 

None of the above rules out the need for services targeted to specific communities. This is 
sometimes necessary in areas such as special health counselling for new immigrant women. 
However, many of the "distinctive needs" of ethno-racial communities could be met by so called 
mainstream services: 

 if they were more reflective, at all levels, of the ethnic and racial diversity of the 
communities they serve 
 

 if their values and practices were more inclusive 
 

 if the personal belief systems of their boards, staff and volunteers were open to 
acknowledging and changing the monocultural ideology that shapes traditional service 
delivery  

  



 

 

 

  



The EEL Experience 

 

First, a few words of caution! A focus on policies and procedures alone can obscure the 
extent of the changes needed, and can sometimes impede the process of building equity. 

 
There is a need to make changes in practices, processes, behaviour and attitudes 

which goes beyond the development of new policies and procedures. 
 

In fact, policy development can sometimes be counterproductive. When a community or 
organization does not recognize the systemic nature of inequity the group seeking redress 
may appear to be acting in self-interest. Even when systemic inequities are recognized to 
be at issue, policies can work to pit interest groups against each other. This then puts 
pressure on all groups to present themselves as disadvantaged victims as opposed to 
active agents within their situation. 

 
Policies can also reinforce prejudiced assumptions about the sources and nature 

of inequity. 
 

For instance, policies focusing on reordering existing resources may perpetuate the view 
that those who need resources specifically assigned to them are suffering disadvantages 
brought about by their natural defects, rather than by unfair policies, practices and 
procedures, or social prejudice. This assumption can lead to "band-aid solution" 
programs and policies which make no effort to change the conditions which create, or 
amplify disadvantage.  

 
 
 

 

 



Develop New Policies  
 

One of the first significant steps in the East End Literacy experience was the development of an 
anti-discrimination policy and procedures document. After reviewing the policies and process 
adopted by several other organizations, including EEL, we concluded the following: 

i. The policy should provide a foundation for all anti-discrimination efforts. Most of 

the policies we reviewed were anti-racism or anti-harassment policies and policy 

statements  

 

ii. The policy must be enforced clearly and consistently. To do so, it should include 

clear process and procedures for dealing with incidents of discrimination  

 

iii. The policy and procedures must undergo long-term preparation. The development 

process is not simply an exercise in drafting policy. If done well, it is one of the best 

opportunities for raising awareness and carrying out education and training about 

issues of discrimination and harassment, at all levels of the organization  

 

iv. Have ownership by all concerned. This gives students, staff, tutors, board and 

committee members an opportunity to share experiences, concerns and generate 

ideas for strengthening the policy and procedures  

 

v. The policy must be positive and pro-active. The real power lies in what the policy 

stands for, rather than in its specific rules  

 

vi. A good policy is one that clearly outlines: Why it is; What is to be done; Who will do 

it; When it will be done  

  



Policy Development Checklist 

 

The following are some basic principles which can be used both to develop and assess your 
policy:  

Clear support and vision for building equity and diversity 
 
Legal reasons for such a policy: for example, the right of members, 
students, tutors volunteers, staff, etc., to a discrimination-free and 
harassment-free environment. Everyone has a right to be treated with respect 
 
Rights and responsibilities: everyone must share responsibility for 
developing a discrimination-free environment 
 
Staff action: because they play a central role in our organizations, the policy 
must be very clear about staff response to incidents of discrimination 
 
Education and training in the development of a safe and welcoming 
environment 
 
Support and protection for persons who make complaints 
 
Variety in resolution options, both formal and informal 
 
Maintenance of confidentiality 
 
Timely and impartial investigation and review of complaints 
 
Obligation to investigate on the part of the organization, even if the people 
involved would rather not 
 
Clear channels of communication 
 
Consequences for violating the policy 
 
Provision for ongoing review of the policy  
 

  



General Guidelines 

 

1. Identify key individuals and systems to be involved in developing and 
supporting the policy  
 

2. Become familiar with the Policy Development Checklist and the process of 
writing policies, rules, and procedures  
 

3. Determine what information will have to be available. For example, an 
understanding of relevant laws, existing policies, and anti-discrimination 
issues  
 

4. What organizations are available for assistance and what is the procedure 
for using their services?  
 

5. Prepare a first draft of the policy for discussion by the working group  
 

6. Deepen understanding. Members of the working group must be able to 
explain the content of the draft policy in a way which would encourage 
discussion and feedback  
 

7. Ask the board to approve the draft policy as a working document. The 
process of discussing the draft anti-discrimination and equity policy can 
surface incidents or problems which were previously buried. The adoption 
of the draft policy provides a legitimate framework for dealing with 
problems which may surface during the discussion and feedback phase 

  



8. Take the draft policy to committees, tutoring groups, staff and board. 
Organize special workshops for students and tutors to discuss the draft 
policy. The draft policy can, and should be used as a tool for building 
awareness. In addition to providing feedback, the various discussions can 
provide opportunities for people to talk about their own experiences  
 

9. Incorporate appropriate changes, new ideas and then repeat the cycle. The 
number of drafts prepared may vary from one organization to the next. It 
may also be dependent on the size of the organization, the degree of 
resistance to change, the number of new ideas which are brought forward, 
and so on. The more opportunities for discussion, the better. One 
organization can go through three drafts, another as many as ten  
 

10. Start thinking about the steps which will need to be taken in order to 
effectively communicate the policy to staff, students, tutors, and the 
community at large 

 

  



Sample Policy Development Cycle  
 

 

 

 

  



Sample Policy Development Work Plan 

 
What we will do Who will do it Timing Tracking 

1. Review existing policies 
and procedures 

One member of work group 
or outside facilitator Month 1 Working Group 

2. Draft policy and 
procedures 

One member of work 
group or facilitator Month 1-2 Working Group 

3. First review of policy and  
procedures document Work Group Month 2-3 Working Group 

4. Make necessary revisions  
to draft policy 

Member of Work Group or 
outside facilitator Month 2-3 Working Group 

5. Develop plan for 
discussion of policy in 
different parts of the 
organization 

Work Group Month 3-4 Working Group 

6. Identify training needs and  
training objectives of 
people who will facilitate 
discussions on draft policy 

Work Group with help of 
outside facilitator Month 3-4 Working Group 

7. Ask Board of Directors to  
approve draft policy as a 
working document 

Working Group Month 3-4 Board of Directors 

8. Conduct training sessions Outside facilitator Month 4-5 Working Group 
9. Take draft policy to 
committees, groups of 
students and tutors, and 
special workshops for 
discussion and feedback  

Members of working Group Month 4-10 Working Group 

10. Develop final draft and  
implementation plan for  
discussion and adoption 
by Board of Directors 

Working Group member or 
outside facilitator Month 10-12 Working Group 

 

 

  



Is a Consultant Needed? 

 

At this point you need to decide if the services of an equity consultant will be engaged to help 
organize, facilitate and draft relevant documents. Some organizations choose to conduct their 
own organizational change work (using staff and volunteers) due to financial concerns and the 
facilitator's lack of familiarity with the organization. However, the value of engaging a good 
facilitator/consultant in the organizational change process can greatly outweigh the perceived 
drawbacks.  

Generally, a facilitator can offer: 

 Assistance in developing a process, framework, and ground rules 
 

 A diverse knowledge base encompassing experiences and examples of 
what has and has not worked in other organizations 
 

 Impartial encouragement of various viewpoints An additional perspective 
when deliberating on alternative scenarios and solutions 
 

 A guide/coach to help keep discussions and decisions on track, and to 
ensure that participants are challenged to think broadly, logically and 
creatively 
 

 The ability to be pro-active since most change and equity work consists of 
asking the right questions, a consultant can ensure that the organization 
deals with the most difficult issues  
 

 Motivation through appropriate coaching, team-building, anecdotal 
examples and humour 
 

 Support in making decisions by reiterating minor points of agreement, 
summarizing pros and cons, or asking for compromise solutions if 
appropriate 
 

 The benefit of full participation in discussions by everyone 

  



There are other advantages to engaging the services of a facilitator, particularly at the pre-
planning stage. These may include:  

 Discussing sensitive issues with key participants in advance, and then 
framing those issues in a manner which would allow discussions to 
proceed more productively 
 

 Recommending preparation steps 

There are many organizations and independent consultants out there on the training market 
today. Most are people who have held positions in human resources, management, or training, 
and have chosen to start their own consulting practices. This means that you have a variety of 
qualified choices and competitive rates. 

Here are some tips on how you can effectively screen and hire a quality organizational change or 
equity consultant: 

Flexibility of approach -- is there a "canned" process or is there consideration 
given to your organization's specific needs? 
 
Familiarity with the organization/ and the community-based literacy 
environment. The process is generally more effective if the facilitator has at 
least a rudimentary knowledge of the philosophy of community-based literacy  
 
Scope of service -- what exactly is offered? Some facilitators may only 
conduct or facilitate the initial workshops and training sessions. Others offer a 
blend of planning, training and process consultation, as needed, and at different 
stages of the organizational change process 
 
Does the facilitator have experience dealing with equity and diversity 
issues? Actual consulting experience on equity and diversity issues combined 

with personal experience are important considerations. Ask for references 
 
What does this facilitator give back to the community? Ask about the 
facilitator's community involvement. Equity and diversity consultants should play 
active roles in communities 
 

 

  



Planning for an organizational change process involves designing a logical process, considering 
human dynamics and interactions and harnessing differing points of view, priorities, sensitivities 
and expertise in order to yield strategic solutions and set future directions. Facilitators can 
engage the working group, board of directors and others in order to ensure that the process 
addresses the key issues involved, and that the organization embarks on its change process with 
confidence.  

 

 

  



Scope of Work 

 

Generally, an anti-discrimination organizational change consultant or facilitator should 
be able to assist the working group in doing the following  

 Designing the anti-discrimination organizational development process  
 

 Designing and implementing a series of training sessions to support the 
organizational change goals (this includes train-the-trainer sessions for the 
working group)  
 

 Conducting research or a community consultation with a view to developing a 
demographic profile of the community  
 

 Conducting an internal assessment  
 

 Reviewing and developing policies, procedures, and communication systems and 
strategies  
 

 Developing an action plan including strategies to increase diversity at all levels of 
the organization  
 

 Developing a process for ongoing evaluation  

  



 

 

 

  



Action Planning 

 

You are now ready to develop an organization-wide action plan which will transform the 

policy and ideas into action. It defines: 

what (activities) 

how (tasks) 

who (is responsible) 

when (time lines) 

with what (human and financial resources) 

The organizational plan should describe all the steps to be taken, the desired outcomes, and the 
process for evaluating success. 

No matter what approach your organization adopts -- whether a consultant, in-house staff, or a 
combination of both is used -- the working group (the name and composition of this group will 
now be guided by what the policy says) needs to carry out the following steps in developing a 
comprehensive organizational plan. 

 

1. Involve People  

 

By now, everyone in your organization should know about the organizational change process. 
Why it is being done, who is doing it and what benefits are expected. 

If you share information with board members, staff, students and tutors along the way and 
involve as many people as possible in planning and making the change, they will have a stake in 
the outcome. Use meetings, presentations, newsletters or whatever else is needed to keep people 
informed. Use the communications channels that already exist or use creative new ones. Lack of 

communication is one of the major reasons some change processes fail.  

  



2. Gather Information  
 

At this stage, the working group should gather and analyse all available information to develop a 
profile of organizational needs. Organize the information. What is it telling you about the 
organization? What are your strengths? Where are the problems? To help organize your thoughts 
review the five social functions described in chapter two. 

Once the strengths and areas requiring improvement have been listed, begin to analyse the equity 
issues.  

 

3. Develop an Action Plan 

 

By now the working group has shared its findings with the board, students, staff, and volunteers, 
particularly during the consultations on the draft anti-discrimination policy. Like the policy 
development cycle, the process of developing the action plan usually involves a series of drafts 
which are reviewed by the board, students, tutors, staff, etc. There should be a broad 
understanding and agreement on what the problems are, and a readiness to develop strategies to 
address them. 

For each problem, the working group should begin by identifying what needs to be done to help 
solve it. What steps or actions must be taken? Who will be responsible and what assistance or 
resources are required? How long will it take? What are the expected benefits or results? If 
several alternative courses of action seem appropriate, list the pros and cons of each. Then select 
the one that appears to be the best alternative, all things considered. 

Consultation on the draft action plan allows you to test your conclusions and recommendations 
on key people. It ensures that recommendations are reasonable and practical, and that those who 
will be most affected have the opportunity to provide input. In a nutshell, the process of 
developing the action plan helps everyone in the organization to see 'the big picture.' It also 
allows you to monitor your progress and to make modifications when necessary. 

  



4. Implement and Evaluate  
 

Round one of the organizational change process is over. The board must now adopt the action 
plan. It will help if the working group prepares and orients the board. Give board members a 
chance to review the plan before coming to the meeting. At the meeting, provide a summary or 
highlights so that time is spent on the major issues.  

Once the action plan is adopted, follow through with implementation. Make sure everyone 
involved understands their specific assignments. Closely monitor your progress. If conditions 
change, deal with them realistically. While the outcome of this particular change process is 
important, the skills and tools that you develop and what you learn from your mistakes will be 
invaluable in carrying out other changes in the organization.  

Remember, evaluations should be ongoing and should always be built into the action plan. In 
order to keep the momentum and to remain in evaluation mode, plan for someone to regularly 
review the action plan. This person should be constantly thinking and asking: 

  What is the problem we are trying to fix? 

  How will the lives of our students, staff' tutors, volunteers be altered by the 

new policies, services, programs, etc.? 

  How do we know we are meeting our goals? What visible or demonstrable 

evidence is there?  

  What indicators of success can we watch for along the way toward 

achieving this change? 

 

Potential Pitfalls  
 

The following are indicators that characterize an organizational change process that is not likely 
to work: 

 
All implementation is from the top-down: while leadership must be involved, 
ownership must evolve and grow -- broad participation is mandatory 

 

  



 

 

Unwillingness to put governance issues on the table for discussion: this is 
the most difficult aspect of organizational change. Board and senior staff must 
accept the need for a more participatory approach to governance 

  Expectations for quick fixes or uniformity: there must be room for frustration 
and ambiguity  

  Linear approaches to implementation: effective change strategies are about 
values and people. There are no sure-fire "ten steps to success" 

  Specification of a rigid time period in which results are expected: long-term 
commitment of the organization is required  

  Over-reliance on consultants or outside experts to implement the process 

  

Lack of commitment to a holistic approach. Successful change strategies 
must reflect factors critical to holistic change:  

 commitment to equitable access and equitable outcomes  
 a shared vision 
 transformational leadership that facilitates change rather than imposing 

control 
 participatory decision making 
 commitment to expanding individual and organizational expertise 

 

  



Goal: 
What will 

happen 
How 

Who 

will do 

it 
When 

With 

what 

Governance           

 information           

 connections           

 experience/expertise           

 decision-making            

 resources           

Employment           

 information           

 connections           

 experience/expertise           

 decision-making            

 resources           

Service           

 information           

 connections           



 experience/expertise           

 decision-making            

 resources           

 

 

  



 

 

 

 

 

  



Designing Training 

 

Training is an integral part of the organizational change process and is necessary in order 

to sustain support for the process. 

If training is to have any impact, it must be: 

 timely and undertaken when organizational mood and conditions are positive 
 

 well planned 
 

 rooted in participants' expressed needs and experiences 
 

 participatory 
 

 led by people who are well versed in the principles of organizational change and 
adult education 
 

 conducted by a team of co-facilitators, including members of the working group 

As well, trainers must be able and willing to model equity in the composition and roles of 

their team members. 

Before designing a program, the trainer must understand the terrain in which the training is 
supposed to have some impact. The training must be geared to organizational realities, desired 
impact, and to the particular participants. However, there are some essential elements of content, 
process, and methodology which increase the odds that it will be effective. 

A. Make it Participant-centred 

Begin with people's experiences, look at the patterns in those experiences, and add new 
information as needed. As the training proceeds, engage people in practicing their knowledge 
and skills through activities conducted in the organization. For example, teams of participants 
can be asked to conduct a barrier analysis or an organizational assessment using existing tools. 
The process and their findings can then be integrated into follow-up training sessions.  

  



 

This learning and action approach explicitly connects the training to specific activities which 
contribute to the organizational change process. It also acknowledges and draws upon the 
different reaming styles which will be present in any group of people. Many people can only 
make sense of new information when they have considered what they already know; or when 
they begin to see patterns and themes in the issues they are grappling with. Specific 
organizational tasks help to deepen everyone's understanding, and works well for those whose 
preferred learning style is practical experience.  

Of course, the real test of the training will be in what people do in the organization. Ideally, 
training is spread over at least eight months with people coming together every few weeks while 
working on very specific tasks during the intervening period. 

If it is done well, training will build added commitment to the organizational change 

process. 

 

Make it Participatory 

Participatory training encourages participants to see themselves as a source of information and 
knowledge about the real world. When people are encouraged to work with the knowledge they 
have from their own experience, they are able to develop strategies together to change their 
immediate situation. Participatory training has several indirect benefits: 

1. Popular knowledge is valued. Participatory training starts from the assumption 
that participants already possess some knowledge. The synthesis of popular 
knowledge with existing resources and new information strengthens the training 
experience.  
 

2. Knowledge is built on knowledge. In participatory training, the starting point for 
creating new knowledge is the existing knowledge that people have. As people 
begin to critically examine their own knowledge-base and related values (and 
their inherent contradictions) they are likely to become more open to new 
information. 
 

3. Participants exercise control Participatory training puts emphasis on active 
participation in generating knowledge. This is a powerful impetus for participants 
to exercise control over the process. 

 

 

 



 

6. It becomes a collective process. One of the elements of participatory 
training is the promotion of collective responsibility. 

7. It creates informed opinions. The process of collectively analysing a 
given situation provides various alternatives. 

8. Actions emerge out of this analysis. The act of involvement in the 
process of analysing a given reality creates a sense of ownership of that 
knowledge and a willingness to transform that situation. 

The focus on process in participatory training underscores the belief that the process itself 
often is the most important result of an undertaking. It is through process that people gain 
trust and confidence in one another, and in their own abilities. It is through process that all 
participants -- including the facilitator -- learn. 

 

Things to Keep in Mind 

 

Training is not a substitute but a support for clearly articulated organizational 

policy, mission, philosophy, goals and so on. Sometimes training may also be needed 

to formulate a policy. For training associated with building equity and access to be 

effective, consider the following:  

 

 Training should not be proposed as a single event, but an ongoing 
process.  

 Training should be an integral and interactive part of organizational 
change. 

 For the individual, training should not only increase knowledge, 
understanding and sensitivity, it should also enhance people's ability 
and willingness to challenge preconceptions, and to act. 

 

 

 

  



 

The role of training within the broad context of organizational change is a key 

discussion point for the working group. After identifying the needs of other groups 

(board, committees, staff, volunteers, students) the working group must develop a 

detailed training plan, including:  

 

 Training for the working group: the aim of this training is to help 
improve the neccessary skills for planning an implementing the change 
process activities. These training sessions will also be used to identify 
the training needs of other groups (board, committees, staff) and to 
start defining the scope of the other training events.  

 Training for the board, staff, volunteers and committees. 

 

What to Cover in the Training  

 

The training themes which follow can cover several days of training. They include a 
number of topics which can be used to introduce people to the issues, and for training 
people who will act as facilitators in a communitybased environment. They can be 
revised, added to, and deleted from, according to your particular context. 

Training Themes 

1. What is discrimination? Exploring the different forms of discrimination.  
2. Handling incidents of discrimination or harassment: basic skills for 

analysing and dealing with incidents  
3. Developing anti-discrimination policies: statements, guidelines, policies, 

and procedures which should be included; how to use the draft policy as 
a tool for rasing awareness  

4. Employment equity principles: how they can be used to fight 
discrimination  

 

 

 

 



 

The organizational change process:  

 helping others to understand and accept the need for change  
 the purpose of a needs assessment  
 what information should be gathered  
 setting goals  
 understanding the various stages of a change process  
 how to plan for change 

 

A variety of theoretical presentations can be used to define main topic areas, which are 
then enhanced by experiential and practical exercises and group discussions. Exercises 
should always have a clear purpose -- to make a point, create awareness and 
understanding, or to develop skills.  

 

A Sampling of Training Resources 

a. Sexual Harassment 
       Do You Really Know What it Is? 

1. An organization with a policy that prohibits sexual harassment in the 
workplace is an organization protected from charges and lawsuits alleging 
sexual harassment. True/False 

2. The only way an organization and its board of Directors can ensure that 
there are no sexual harassment complaints is to limit relationships in their 
employee ranks. True/False 

3. Most charges or complaints of sexual harassment come from 
troublemakers, since harassment is not prevalent in all workplaces. 
True/False 

4. Most charges or complaints of sexual harassment are false accusations. 
True/False 

5. Sexual harassment is going to occur, no matter what organizations do to 
avoid it. True/False 

6. Sexual harassment only concerns women who work and deals only with 
behaviours of a physical or sexual nature. True/False 

 

 

 



 

b. Coping with Organizational Change 

All those faced with the stress of change look instinctively for simple solutions. Is there a way to 
minimize pain and uncertainty? Is there a way to speed the change process? Who can answer all 
of our questions and tell us how to proceed? There is no shortage of experts to service the desire 
for relatively easy answers to these complex questions.  

 

An Exercise 

Form small groups. Each group considers four rooms, "decorating" them with their current 
reality. The four rooms are labelled content, denial, confusion, renewal. Ideas are captured on a 
flip chart to allow stimulation from one another as ideas are revealed. 

1. In room one, group members brainstorm the various aspects of their current 
reality over which they are content. What are the good things about the 
organization? What characteristics should be preserved into the future? 
 

2. In the second room, the group reflects on activities, attitudes and behaviours that 
represent denial -- a clinging to the past which hinders moving ahead. By its very 
nature denial is easier to see in others than it is in oneself. 
 

3. Confusion is explored in the third room. The group explores all the phenomena 
the organization is experiencing that represent uncertainty: fear, confused 
activity, etc. They do this while noticing particular behaviours that may represent 
people in distress. This is the most overtly painful room. It can be the location of 
excitement and hyperactivity as well. 
 

4. Finally, a desired state of renewal is examined in room four. Renewal represents 
the rebirth of organizational life with a new collective vision for the future. Given 
the constraints of the changing environment, the group explores how they might 
create a positive future and what new structures and relationships are needed to 
take the best from the past to move into the new desired state. The group also 
discusses the essential values necessary to continue working in the room. 
 

5. Each group then summarizes key elements discovered in all four rooms, and 
each group leader reports, describing how their group has carried out its task.  

  



 

In reality, individuals and organizations exist simultaneously in more than one 
room. There is an implied linear movement, however, that raises several key inter-
room questions 

1. How can we protect the best of contentment, so that it can survive the rough 
traverse through denial and confusion to renewal? 
 

2. Are there strategies by which we can recognize the manifestations of denial? 
Can we be pro-active and not indulge in the self-delusion implied by this room? Is 
there any way of helping individuals who seem locked in this room? How can we 
spend as little time as possible in this room? 
 

3. How can we best cope with confusion? How can we avoid having too much 
energy absorbed in purposeless activity? Should the organization directly 
address the human costs through some form of staff and volunteer training or 
counseling process? Can we turn the uncertainty of this room into creativity for a 
better renewal? 
 

4. How can we gain maximal power to create a positive future? How can we 
mobilize all of our people resources to design a future of maximum benefit for all 
stakeholders? What must we do to actually fulfil our vision?  

  



 

Group members will address these issues, and the data generated is organized for the final 
portion of the exercise which focuses on explicit action steps that pertain to your own 
organization. This exercise: 

 offers a framework to understand seemingly irrational behaviours and 
phenomena within organizations  

 helps us to understand and deal with people objectively and compassionately, 
rather then judgementally and impatiently  

 offers diagnostic insights by which to assess organizational progress in the 
change process  

 helps to evaluate the potential success and/or timing of specific interventions  
 if used regularly, this excersize can become a language by which a group of 

people can jointly understand their own change process and work collaborately 
toward a desired future organizational state  

 

c. Human Continuum Line 

This exercise is a useful way to raise awareness of the issues which have an 
impact on tutoring relationships. 

1. Prepare a list of statements or scenarios (e.g., all students must learn to speak 
Canadian English)  
 

2. Draw a line which runs across the width of the room. Locate "Strongly Agree" at 
the far left end of that line. Locate "Strongly Disagree" at the far right end, and 
"Medium" in the centre  
 

3. All participants stand at the Medium point as the facilitator reads the statements / 
scenarios  

  



4. After the facilitator reads the first statement, each participant walks to the 
point on the line that best expresses his or her opinion of that statement  
 

5. Participants briefly explain why they chose their positions  
 

6. The procedure is repeated for each of the remaining statements / 
scenarios  

 

Disscussion questions can include:  

1. Why did you choose your position? 
2. What values, biases, stereotypes or perceptions came into play 

as you decided where to stand along the line? 
3. Could those values, biases, stereotypes or perceptions serve as a 

barrier to a mutually respectful tutoring relationship? If yes, 
how/why?  

4. If no, why not? 
5. What steps can you take to make sure your values, biases, perceptions, 

etc., do not serve as a barrier to a mutually respectful tutoring 
relationship?  

 

 

  



 

Conclusion 

The preceding information is based on experiences and discussions held over the years, both in 
literacy and organizational change work. However, it is by no means intended as the final 
authority on building equity and diversity. There will always be new questions arising from 
different contexts and applications. As you adapt the process of instituting equity across your 
particular organization, new issues will surface for which no ready answers exist. 

This can give rise to fear -- the fear of not knowing -- which too often translates into a fear of 
losing control. We become one with the process when the fear of not knowing decreases in 
relation to the desire to explore the ever-expanding boundaries of knowledge and experience.  

This section has concentrated on facilitating participation at every stage of the equity-building 
process. Yet while increased participation should remain a constant focus, this may be more 
challenging than it seems. Often problems of selection, representation, accountability and 
process intrude on equitable participation. 

Many people and groups are so isolated from traditional political, social and other "participation" 
processes that they find it difficult to get involved. Even when they are involved, lack of access 
to necessary information in a usable form can prevent their meaningful participation. Other 
problems include the use of bureaucratic styles of communication in meetings; the nature of data 
and presentation style; complicated authority and accountability structures; and increased time 
commitments. In general, the organization's starting point is often not conducive to active 
participation, and thus promotes a passive response from the participant community. 

There are many other considerations and barriers which must be taken into account when 
considering strategies for increasing participation. In the end, participation levels and 
effectiveness depend on many variables, including how the process is facilitated. Careful 
selection and training are necessary if participation is to become an active reality in the 
organizational change process. 

Increasing participation should be seen as an ongoing process which is crucial to achieving 
equity. The power which equity seeks to redistribute includes the capacity to define what is 
factual and true within a given context. Participation which is critical and inclusive provides a 
way for people to create new knowledge and through this, new structural realities.  

Real participation requires that everyone understands, supports and is willing to join actively in 
the process of building equity. However, we must remain aware of competing interests, and 
activities that constrain the degree and type of participation that can be expected. People's 
priorities often revolve around survival and/or entertainment rather than serious discussion. Also, 
not everyone is temperamentally suited to working with people in a participatory way, and not all 
can learn the skills which facilitate participation. 

 



 

PART TWO 

 

 

Literacy in Pursuit of Equity 

  



ten:     creating a positive environment  
    - multicultural education 
    - literacy from a critical perspective 
    - guide for assessing curriculum and materials 

    

eleven:     integrating equity content 
    - equity plus 
    - for staff and tutors 
    - awareness of equity issues  

    

twelve:     literacy for equity activities  
    - activities you can try 

    

 conclusion 
    

 selected articles on organizational change 
    - what the consultant should tell you 
    - paradoxes of empowered leadership 

    

 suggested readings 
    

 equity & diversity dictionary 
 

 

  



 

 

 

  



 

Multicultural Education 

The potential for discrimination, stereotyping and prejudice has always existed in our society. It 
is a systemic fact. Periodically this potential has erupted into serious incidents of widespread 
abuse. But while public support for overt forms of discrimination has declined, more subtle 
forms have continued to emerge. 

Community-based literacy programs generally incorporate the need to redress discrimination and 
its underlying themes of bias, prejudice, and injustice. This commitment is evident in efforts to 
create welcoming environments, provide social supports, and teach literacy from a critical 
perspective. Another more recent area of effort has been the use of tutoring sessions to discuss 
and promote issues of equality. 

The traditional school system has also made various efforts to address the specific issue of 
racism, and related issues of prejudice, bias, discrimination and stereotyping. Its approaches have 
included multicultural education, anti-racist education, and conflict resolution. Although some 
effective programs use only one of these approaches, the most comprehensive programs include 
components of all three. 

 

  



 

Since the 1930s attempts have been made to develop anti-discrimination curricula in the 
education system. Over the early years, such efforts stressed the psychological aspects of 
prejudice-reduction, and advocated an assimilation model of incorporating ethno-racial 
communities into the mainstream. Later approaches and policies attempted to raise the self-
esteem of ethno-racial communities, and to improve their access to good schooling. In the 1980s, 
a more global focus evolved in educational thinking. Attempts were made to replace tensions in 
schools with respect and acceptance through multicultural education, and educating for peace 
and justice. Curriculum materials focused on the unique qualities and the mutual 
interdependence of "minority" and "majority" groups within society, and various communities of 
the world.  

As concern about various types of biases increased, and checklists came into use for selecting 
and evaluating curricula and materials. Many schools and boards of education have devised 
selection criteria for screening materials already in use and for selecting new curricula.  

While curriculum related to culture has been stressed in the past, some researchers and 

practitioners have suggested that education labelled "multicultural" evades the issue of 

racism by diverting affention to milder topics like differences in cultural heritage and 

social values. Thus the most relevant (and most uncomfortable) topics are avoided by 

instruction. Instead it advocates the viewpoint that all cultural practices are acceptable 

merely because someone, somewhere believes in them. The assumption of such programs is 

usually based on the belief teaching students about differences is sufficent to change their 

beliefs and behaviour.  

  



 

Literacy From a Critical Perspective 

In contrast, critical thinking about social issues is a priority for many community-based literacy 
programs. The creation of learning environments that provide the opportunity for students and 
tutors to develop broad social perspectives has long been seen as a cornerstone for community-
based literacy. However, it remains a challenge to find new and creative ways to make issues of 
bias, prejudice, discrimination stereotyping an integral part of the tutoring/learning process.  

The benefits of integrating anti-bias perspectives into any adult education setting are 
immeasurable. In addition to the direct benefits to the adults, there is another less obvious 
outcome: the impact of such teaching on the identity and attitudes of children. After all, it is 
adults who have the power to create, to teach, to maintain bias. Adults have a twofold 
responsibility: to provide children with anti-bias education and socialization, and to try to 
eliminate bias in the institutions of our society. 

By three years of age children show signs of being influenced by societal norms and biases. 
During this time they need a lot of help sorting through the many experiences and variables of 
identity as they journey the path of self-awareness.  

 

  



By four or five years of age, children not only engage in the gender-appropriate behaviour 
defined by socially prevailing norms, they also reinforce it among themselves without adult 
intervention. They use racial reasons for refusing to interact with children "different" from 
themselves and exhibit discomfort and rejection of differently-abled people. The degree to which 
four-year-olds have internalized stereotypic gender roles, racial bias, and the fear of the 
differently-abled forcefully points out the need for anti-bias education with young children and 
their parents.  

Educators' parents and other adults have a serious responsibility to find ways to prevent 

and counter the damage before it becomes too deeply ingrained. Active intervention by 

parents and teachers is necessary if children are to develop positive attitudes about people 

of different races and physical abilities. Contact with children of various backgrounds is 

not enough. 

If children are to grow up with the attitudes, knowledge, and skills necessary for effective 

living in a complex, diverse world, adults must be able to actively challenge the impact of 

bias on children's development.  

An environment that is rich in possibilities for exploring gender, race, ethnicity, and 

different ability sets the scene for practicing equity across the curriculum. 

  



 

The material and people resources available within an organization provide program participants 
with important data. What is in the environment also alerts them to what the organization 
considers important or not important. What is not seen can be as powerful an influence on 
perception as what is seen. Creating a diverse environment is therefore the foundation for 
applying equity practices. 

In many learning environments there is an abundance of materials reflecting white, able-bodied 
people in traditional gender roles. In addition, materials depicting people from ethno-racial 
communities are frequently biased: They may be stereotypic, reflect only images of the past, or 
consist of only token images. So the challenge is:  

 to increase literacy materials that reflect people who are from ethno-racial communities, 
who are differently-abled, and who are engaged in non-stereotypic  
 

 to eliminate stereotypic and inaccurate literacy materials from daily use  

Stereotypic images can be tools which help people to identify and critique prejudiced 
information, but these should be used only for specific purposes; they should not be available for 
daily use. For help in selecting, materials use the guide on the next page.  

 

  



 

Guide for Assessing Curriculum & Materials (sample) 
 

Content/Format Yes No N/A Comments 

 Appropriate for adults         

 Reflects people from ethno-racial 
communities         

 Images of differently-abled people of various 
backgrounds are shown doing work and with 
their families in recreational activities 

        

 Differently-abled people are not shown as 
dependent and passive         

Shows images of diversity in family styles:  

- singles mothers or fathers         

- extended families         

- gay or lesbian families         

- differently-abled families         

- adopted families         

 Reflects the viewpoints and perspectives of 
women, men and of various races, ethno 
cultural backgrounds, faiths, ages, abilities, 
gays and lesbians 

        

 

(While assessed materials may not satisfy all the categories, it is useful to know where 
adjustments are needed). 



 

Guide for Assessing Curriculum & Materials (sample) 
Content/Format Yes No N/A Comments 

 Shows a fair balance of 
images of women and men, 
doing jobs in the home and 
jobs outside the home 

        

 Ethnic/cultural sensitivity         

 Appropriate language and 
readability level         

 Appealing graphics          

 Appeals to the interest of a 
diverse population         

 Includes participation in the 
learning process         

Addresses different modes of learning: 

       - auditory       

          - visual       

        - kinesthetic       

 Emphasizes short-term 
outcomes         



 Clear objectives and 
directions         

Evaluation:  

 Name of material assessed         

 By whom assessed    

 Recommendation    

 

(While assessed materials may not satisfy all the categories, it is useful to know where 
adjustments are needed). 

 

 

 

  



 

 

 

  



Equity Plus  

 

Integrating equity issues into day-to-day tutoring or teaching activities means respecting each 
student's background and lived reality, while introducing ideas and ways of working that 
challenge social stereotypes and discrimination. When students agree with the underlying values 
of equity and diversity, these two goals work together. When students disagree, tension occurs. 
However, respecting students does not necessarily mean agreeing with their beliefs. Tutors and 
staff also demonstrate respect when they challenge students to struggle with them over 
disagreements, keep communication open, and search for solutions agreeable to both parties.  

An individual brings to every interaction a personal history, personality, cultural 

background, and values and beliefs which are reflected in attitude and behaviour. An 

equity curriculum seeks to encourage and create opportunities for both students and tutors 

to discover how attitudes, perceptions, stereotypes, and prejudices "colour" thinking and 

affect interactions. 

The activities which follow this section are designed to facilitate learning at three levels: 

1. Self-awareness 
 

2. Knowledge 
 

3. Experience and skill management 

The overall objectives here are to explore the concepts of stereotyping, prejudice, and 

discrimination through a variety of individual and group activities, and to develop 

communications and critical thinking skills which reflect increasing levels of equity and 
diversity awareness. These activities combine aspects of both content and process throughout the 
topic areas. However, they are loosely defined to allow for easy integration into day to day 
tutoring activities. Some are more appropriate for small group tutoring activities while others can 
be used in both one-to-one and group sessions. The content is varied, permits flexibility and can 
be used to achieve a wide range of goals.  

  



For Staff and Tutors 

 

Learning to integrate equity and diversity curriculum activities into your tutoring sessions or 
group takes energy and time. It means making this a priority, and working on it over several 
months. It also takes thoughtful personal work. No one escapes learning and believing some of 
the stereotypes and biases that underlie sexism, racism and ableism. We all carry scars, whether 
as the initiator or target of unjust acts. Many of us have been both at different times. Few of us 
have had the opportunity or taken the time to examine deeply and openly the impact which these 
experiences have had on us. Instead, we keep them hidden and are reluctant to expose our 
confusions, frustrations, hurt, anger, and feelings of guilt. These experiences and feelings daily 
influence our interactions with students, even if we are not aware of it. 

The training offered by your organization's anti-discrimination committee (or working group) 
should help you clarify your thinking and identify discomforts and prejudices that will interfere 
with integrating the equity curriculum in your tutoring sessions. 

 
 

Questions You Should Ask Yourself  

1. What are my expectations of students? 
2. How do I convey this, verbally and non-verbally 
3. What are the obstacles to implementing equity across the curriculum in my organization? 
4. How can I address these obstacles using existing sources of support? 
5. What is the timeline for achieving these results? 

Slowly begin to implement activities in the area you have chosen. It is fine to focus on one 
subject area (e.g., gender or race) at first, and then gradually introduce other areas. Or you may 
prefer to work with several areas simultaneously (e.g., exploring differences and similarities in 
gender, race, and physical abilities). 

 

 

  



Supporting Students  

 

As tutors and staff we must be aware of how we treat our students, of how our 
students treat us, and of how our students treat each other. 

 If your tutoring includes group work, (even if students choose their team 
members), insist that the group composition must be as diverse as possible. 

 Pay attention to how you address different groups of students. Do you address 
men and women differently? Strive for as much consistency as possible in the 
way you address each person.  

 Make sure that one group's opinions are not over-represented in discussions. If 
people from some groups (race, gender, nationality) are not volunteering 
information, ask for their opinion.  

 

  



 If a difficult situation arises based on a value or judgement-based 
situation, ask for a time out while everyone comes up with three 
thoughts/opinions about the incident. This allows everyone to cool down 
and allows you to collect your thoughts and plan a response  
 

 When you select a book, make sure it is written in gender neutral or 
gender inclusive terms. If the book includes photographs, make sure 
people of both genders, and of various races and abilities are involved 
(see the Guide for Assessing Curriculum and Materials on page 95) 
 

 If you use materials which are not appropriate, use these types of 
materials as an opportunity to talk to students about issues of inclusion 
and representation 
 

 If a student makes a blatantly sexist, racist, or other comment which is 
likely to be offensive, ask the student if s/he could rephrase the question 
or express the idea without offending anyone. Use the opportunity to 
inform the student(s) that those types of statements are inappropriate. 
Explain why they are wrong and the effects on others. If necessary, use 
this as an opportunity to discuss the relevant sections of the 
organization's anti-discrimination policy. 

  

For a long time, community-based literacy programs have been in the 
forefront of promoting equity in access to learning. The time may be 
right to go one step further: bring about the policy and programmatic 
changes which will facilitate making awareness of equity and diversity 
issues a goal and learning outcome. 

 

 

 

  



Awareness of Equity Issues 
 

as a Learning Outcome 
 
The suggested activities which form part of this section can stand on their own or can be 
woven together and integrated into foundation outcomes: Communications Critical 

Thinking, Numeracy. Working with outcomes takes a lot of planning, hard work and 
time, but it can be very satisfying and a good reaming experience for students, tutors and 
all those involved.  

 
 

Getting Students Involved from the Beginning 

The intake process and initial assessment usually tries to find out what students already 
know, and the skills they have relative to their goals. It should also be viewed as an 
opportunity to begin the ongoing process of information gathering, collaboration, goal 
setting, assessment and redirection consistent with good literacy practice and your 
organization's social justice responsibilities. Interview questions need to stimulate 
discussion and encourage the learner to reflect on life experiences.  

As much as possible, the interview should flow like a conversation rather than a question 
and answer session, and should make the student feel comfortable, valued and an equal 
partner in the discussion.  

 
 

  



Talking about Equity and Diversity 

 

The intake process usually includes opportunities to talk about the organization: the 
learning environment, staff, why it is different from other adult education settings, etc. 
Students should also be told about the organization's anti-discrimination policy. A one 
page clear language summary of key points from the policy should be available and 
discussed with all students.  

 

1. Discuss what the policy says about promoting equity and diversity 

2. Ask students about their ideas, views and experiences. 

3. Ask them about specific ways in which they think those issues are important to them 

and to others. 

4. Determine their specific knowledge, skills, and behaviours related to equity and 

diversity issues. 

5. Make sure the students' individual learning plans address the specific issues 

coming out of the discussions, and identify the appropriate outcomes and 

demonstrations for communications and critical thinking. 

6. Use the above information to develop more integrated learning activities. 

7. Make some of the suggestions listed below, and similar ideas, an integral part of the 

options available to students when setting learning goals.  

 

 

 

 

 

 



Working on Equity Goals (sample) 

Tasks 
Can 

do 

Work 

on 

now 

Work 

on 

later 

Not 

interested 
Comments 

Know how to write 

letters to the 

Newspaper 
          

Know how to read a 

lease 
          

Know my rights in the 

literacy program 
          

Know my rights at 

home 
          

Know my rights in the 

community 
          

Know my rights in the 

workplace 
          

Understand what is 

meant by 

discrimination 
          

Understand what is 

meant by harassment 
          

Understand what is 

meant by prejudice 
          

Know what to do if I 

am discriminated 

against 
          

Know what to do if I 

am harassed 
          



 

 

 

 

  



 

Activities You Can Try 

 

The following literacy for equity activities are provided as samples of ways to address equity and 
diversity issues while developing communication, critical thinking and literacy skills in a number 
of areas, including: reading, spelling, creative writing, dictionary and library skills, research 
skills, grammar, sentence structure, social skills, etc.  

The number of sessions one can do and the themes/issues which can be explored with each 
activity is unlimited. The activities combine many different learning styles and should be 
modified to reflect your local context.  

An activity can last from one session to weeks or months, depending on how extensively you 
want to cover it. The same applies to specific themes and issues that you want to cover. 

 

  



 

TITLE:           WHERE DO YOU LIVE? 

OBJECTIVE: To increase student awareness of the make-up of the immediate community. 

RESOURCES/MATERIALS: Provide a collection of small boxes of various shapes and sizes 
(i.e. cereal boxes, supply boxes, etc.), markers, flip chart paper, felt tip pens, glue, scissors, and a 
wide space to lay down paper. 

ACTIVITIES AND PROCEDURES: 

1. Talk with students in a group setting about the community in which they live. Lead the 
discussion to draw on students' awareness of buildings, streets, parks, or features unique 
to the community  
 

2. Plan and conduct a field trip to observe the actual make-up of the community. Ask the 
students to think about (or take notes) of all the things that will help in constructing a 
model of the community  
 

3. Return to the literacy site to construct the model of the community. Ask the students to 
assist in drawing, in outline form, the streets or roads that comprise the community as 
they have viewed it. The plan may be first drawn on flip chart (scaled down) and then 
transferred to paper placed on the floor  
 

4. Ask the students to work individually or in pairs, or in small groups to make buildings 
from the cereal boxes and art supplies  
 

5. Place the boxes in appropriate spots on the streets and roads drawn on the paper  
 

6. Make traffic lights, street signs, trees, flowers, grass, etc. from various art supplies to add 
realistic interest  
 

7. Provide time and opportunity for the students to talk freely about the model. Some 
discussion topics could include: the lives and activities, histories and cultural identities of 
the people who live in the community 

  



 

TYING IT ALL TOGETHER: This activity can be built upon to bring about research and 
further discussion on a range of issues including projects related to the lives and activities, 
histories and cultural identities of the people who live in the community. 

TITLE:           TOPICAL DISCUSSIONS 

PURPOSE: The purpose of this activity is to encourage students to share their opinions on 
controversial topics and to be able to state why they hold those particular beliefs. 

OBJECTIVES: As a result of this activity, students will be able to:  

1. List the arguments in favour of and against the topic. 
2. Give reasons for supporting the arguments. 
3. Write sentences about their opinion on the topic. 

This activity works best when the tutor has some knowledge of the students, and people have 
become acquainted with each other. 

RESOURCES/MATERIALS: Topics and statements which express points of view.  

ACTIVITIES AND PROCEDURES: 

1. It is important for the tutor to restrain from voicing personal opinions at the beginning, 
and remember that in this activity any statement from a student is not be responded to 
directly. The response to a topic or statement forms the basis for further discussion  
 

2. Select a controversial topic, statement or myth (e.g. children who are "learning disabled" 
should be placed in separate classrooms)  
 

3. Ask students how they feel about the idea  
 

4. If done as a group, ask for reaction or input from other students  
 

5. As points for and against the topic are raised they may be listed on flip chart or a board to 
keep them from being repeated 
 

6. It is important that students are led from just stating opinions, to explaining why they 
believe what they say is correct  
 

7. If necessary to create balance in the discussion the tutor may play "devil's advocate" with 
questions that will provide thoughts on other points of view 

 



TYING IT ALL TOGETHER: Using the lists of arguments have students state what they 
believe to be the best solution to the topic. Ask them to give reasons for their beliefs and to select 
at least one point from the opposing view that they feel should be explored more. 

The flip chart/blackboard notes can be used for subsequent reading, language, writing, spelling, 
grammar and other literacy-related activities. 

 

TITLE:           LOOKING AT DIFFERENT CULTURES  

OBJECTIVE: To examine different cultures of the world.  

MATERIALS NEEDED: Newspapers, poster paper, scissors, glue. 

TO START: Define the word "culture". Have the students give examples of things that make up 
a country's culture (music, clothing, food, form of government, etc.). Then ask if all people in 
Canada are alike, and lead into a discussion of "subcultures." For example, Vietnamese 
immigrants might espouse Canadian culture while holding on to parts of their original culture as 
well.  

ACTIVITY: 

If doing this as a group, break the group into pairs. Have each group pair make a poster-size 
"half and half" collage. On one side of the paper, they should paste articles, pictures and ads 
representing general Canadian culture. On the other side they should attach items that represent 
the wide variety of subcultures in Canada, including varied ethnic and regional groups.  

Students should strive to find examples of several categories named in the definition of culture - 
such as music, clothing, government. Afterwards, hang the posters around the room for a one-of-
a-kind cultural display. 

  



 

FOLLOW-UP: Students and tutors can speak about aspects of their culture which are similar or 
different from each other. 

 

TITLE:           LEARNING ABOUT OUR RIGHTS  

PURPOSE: The purpose of this activity is to acquaint the students with the guaranteed rights of 
the Ontario Human Rights Code and/or the Canadian Charter of Rights and Freedoms, and 
assist them to see the application of these rights in their daily lives.  

OBJECTIVES: The students will be able to: 

1. Identify and locate the Ontario Human Rights Code.  
2. List the areas protected by the Code. 
3. Apply the rights to their daily lives. 

RESOURCES/MATERIALS: Flip chart paper, copy of the Ontario Human Rights Code. 

ACTIVITIES: 

1. List and number the rights protected by the Ontario Human Rights Code. Discuss to 
insure all students understand these rights  

2. Ask students to give examples of rights in the following areas: 

 rights in the literacy program 
 rights at home 
 rights in public  

The tutor will write to the side of each right identified by students, the number of the 
corresponding statement from the Ontario Human Rights Code. 

The flip chart/blackboard notes can be used for reading, language, writing, spelling, grammar 
and other literacy-related activities.  

  



 

TYING IT ALL TOGETHER: 

1. Test the students' ability to recognize words from the Code which identify the individual 
grounds of protection against discrimination  

2. Have the students discuss which one right is most important. They should eventually 
realize that each right is as important as the next, given the set of circumstances  

3. Now discuss a very specific issue. The following example can be used:  

GAY PRIDE -- To what extent are the issues of gay rights matters of individual freedom or 
equality? How do the "rights" of a group relate to those of the individual? In the event of a 
conflict, what or whose rights, in your opinion, should prevail? Explain. 

 

Canadian Charter of Rights and Freedoms 

Article 
15.1: 

"Every individual is equal before and under the law and has the right to equal 

protection and equal benefit of the law without discrimination and, in particular, 

without discrimination based on race, national or ethnic origin, colour, religion, sex, 

age or mental or physical disability." 

Ontario Human Rights Code 

The Ontario Human Rights Code prohibit discrimination based on: 

 race 
 colour 
 creed 
 age 
 disability 

 ancestry 
 ethnic origin 
 sex 
 family status 
 record of offences 

 place of origin 
 citizenship 
 sexual orientation 
 marital status 

 

  



 

TITLE:           DISTINGUISHING FACT AND OPINION 

 

OBJECTIVES: Students will be able to pick up clues in the wording of a sentence to determine 
if it is factual, and be able to give reasons for their opinion. This exercise should help students 
explain the difference between statements of hard fact (as found on the front page of a 
newspaper) from editorial commentary. 

RESOURCES/MATERIALS: None are needed except a generated list of facts and opinions 
that can be presented as a quiz in which the students can mark whether it is one or the other by 
marking it either with an "O" or an "F". 

ACTIVITIES AND PROCEDURES: 

Make a list of short sentences pulled from the text of an article. Tell the students what an opinion 
is and what a fact is. An opinion will involve a judgment about the worth or value of something, 
whereas a fact has evidence to prove it. 

Present the list of statements as a quiz and have the students write whether they think it is a fact 
or an opinion. It is helpful, on three of the statements, to have the students explain why the 
statement, in their view, is a fact or an opinion. As the list is reviewed, make comments as to 
why a statement is a fact or an opinion and solicit comments from the students as to how they 
perceived the statement. One of your primary roles in this assignment is to be able to discern fact 
from opinion yourself. 

 

TITLE:           PEOPLE 

OBJECTIVES: 

1. To make students aware of the contribution of individuals from various groups, both in 
Canada and in other parts of the world  
 

2. Help students understand the value of caring for others, fighting for a cause or even 
sacrificing one's life for the common good  

  



 

MATERIALS/RESOURCES: Books, films and songs about people from various cultural 
backgrounds  

RESOURCES: 

In all communities, there are people who have distinguished themselves in particular fields 

1. This theme is very well suited to long-term activities  
 

2. Introduce the theme and choose (for example) one or two individuals from different 
ethnocultural groups as a focal point  
 

3. Ask the student(s) to name people from various cultural groups in the community as well 
as famous people in Canadian and World history. They should be asked to choose 
someone, do research and explain why he or she was selected  
 

4. Ask students to put together a collage of photographs and/or write words, sentences, etc., 
about the people.  

 
 

TITLE:           WORDS FROM OTHER LANGUAGES  

OBJECTIVES: 

1. To help students recognize how other languages have contributed to English  
2. Encourage students to use a dictionary 

MATERIALS/RESOURCES: Dictionaries, maps, books and publications in a variety of 
languages; members of ethno-cultural groups as resources  

PROCEDURE:  

1. Give examples of English words that come from other languages, such as Greek, Italian, 
Arabic and Native languages. Start with the names of places and things with which the 
students are familiar. 

  



 

2. Ask students to find other examples in the dictionary.  
 

3. Explain how other ideas and inventions from different civilizations and cultures came to 
be part of Canadian culture (for example, names from Native languages, such as Canada, 
Algonquin Park and kayak).  
 

4. Ask the students to give other examples.  
 

5. If you have members of ethnocultural groups who are willing to act as resource people, 
ask them to give other examples. 

 
 

TITLE:           NAME-CALLING 

OBJECTIVES:  

1. Make the students aware of the power of words. 

2. Discourage name-calling and negative labels. 

3. Explore the power of words that make people happy.  

MATERIALS/RESOURCES: Sayings and folktales (e.g., "sticks and stones will break my 
bones, but names will never hurt me") 

PROCEDURE:  

1. Write the saying on a piece of cardboard and hang it on the wall. Ask the students to 
explain what it means. Is it reasonable to believe that "names will never hurt?" If a person 
is hurt by being called names, does he or she deserve it? Ask the students to describe 
situations in which they were hurt by being called names that were not true. 
 

2. Discuss how a person who is called names might feel. 
 

3. Discuss what can be done in situations of name- calling.  
 

4. 4. Show that words can also make people happy. Practice "gift-giving" using words.  

  



 

Conclusion 

 

The activities outlined in this section are intended to help both students and tutors achieve a more 
comprehensive knowledge of equity and diversity issues. Choosing between those that are tutor-
driven and those that are student-centred is not an either/or decision. Rather, it should relate to 
the tutoring relationship at stake, and what is most appropriate at that particular moment to help 
students learn and develop their information processing skills.  

During the initial stages of acquiring information, many of us require more tutor modelling and 
explanation. The situation is no different for students in community-based literacy. However, 
tutor modelling and explanation in community-based literacy should always build on students' 
prior knowledge, emphasize interaction and dialogue, promote connections, "walk through" 
complex thinking and decision-making processes, and guide self-monitoring and self-evaluation. 
Again, as with most learning situations, as new knowledge is created and processing skills are 
developed, the need for guidance decreases. 

Therefore, in using the preceding and other activities, tutors and students should continually 
make connections, identify relations among ideas, and apply new knowledge to prior 
understandings. One way to do this is by considering the what and the how of any activity. 

The what is concerned with the content's focus. The how is concerned with the process. Very 
often activities emphasize either content or process. An activity that focuses on content is 
characterized by "fact dumping." This type of activity can lead to a superficial understanding of 
many disconnected bits of information. On the other hand, an activity that is too process-oriented 
focuses on critical thinking and problem-solving at the expense of learning structured knowledge 
and skills. Integrated activities should combine elements of both the what and the how. 

Integrated tutoring has two important dimensions -- the use of authentic materials and a student-
centred process. In community-based literacy organizations, authentic materials include personal 
experiences, prior knowledge, personal stories, photographs, movies, dictionaries, journals, and 
books, etc. All of the above are legitimate means of exploring a subject. They are also key to a 
student-centred process to the extent which they can help students identify, integrate or re-
examine and extend their own concepts and ideas. 

 

 

 

 



By integrating authentic materials with a student-centred process, students are able to create 
knowledge and learn new content in ways that permit day-to-day applications. In essence, 
students learn how to learn. As they develop strategies for accessing and processing information, 
they are more able to take responsibility for their own education, and to employ the lessons of 
equity and diversity in their own world.  

Actively embracing a critical approach to tutoring mirrors the process required in the 
transformation of our organizations, if we are to have even a ghost of a chance of building equity 
and diversity. For it is through a questioning attitude that we build our capacity to see reasons 
behind facts, purposes behind practices, and principles behind values.  

 



Selected Articles 
 

on Organizational Change 
 

What the Consultant Should Tell You 

About Organizational Change 

From time to time I find myself involved in the consulting project from hell. It is 
typically something I never should have agreed to do. But occasionally I ignore my 
instincts, particularly when I need the money. That is not authentic consulting. 

Most cases of this sort involve trying to do the impossible. The client organization wants 
help with some aspect of organizational change. Their constraints (of time, budget, 
schedule, method, etc.) are too tight to achieve the desired outcome. I know they are 
being unrealistic, but I also recognize their determination to proceed with the plan as is. 
Perhaps the person across the table from me also knows that they are being unrealistic, 
but has no choice in the matter. So we agree to do the impossible, both of us trying hard 
to avoid admitting what we know to be true. 

How do we get to this point? Somebody comes up with a plan that ignores a few basic 
truths about organizational change. As others endorse the plan, it becomes harder to 
amend. Dates are set and rooms are booked; before long it is carved in stone. The 
frustrating thing is, the facts about organizational change are reasonably well known. 
And if they are not known, they certainly are accessible. 

Here, then, is one consultant's list of things to tell every client about organizational 
change. My suspicion is that there isn't much on the list that you don't already know.  
 

 

  



Ten Things That Are True 

 

Even If We Don't Acknowledge Them  

 

1. Silver bullets disappeared when the Lone Ranger died. Everyone is 
looking for the silver bullet, the guaranteed seven-step method. It is 
the secret that will unlock success and make everything else simple 
and painless. There is no shortage of modern pretenders claiming to 
have the silver bullet. Star Lone Rangers even have a book, a tape and 
an agent to prove how truly sterling their bullet is. Those who seek 
the silver bullet and those who offer it for sale are equally unrealistic. 
 

2. It will take longer than you think. St. Paul's conversion on the road to 
Damascus is one model of change. But how many other individuals 
do you know who have changed that quickly? Have you made any 
significant changes in your life overnight? Then why do we continue 
to pretend that organizations composed of many individuals can be 
changed in a single session? Behaviour changes with practice, and 
practice takes time. One-shot training fixes are simply not credible. 
 

3. No one changes without motivation. It's like the old joke about 
psychoanalysis: How many therapists does it take to change a light 
bulb? Only one, but the bulb must want to change. What is the 
motivation to change in your organization? Does it come from an 
article on the latest consulting fad that your CEO read in the airline 
magazine on a recent business trip? Or is it the fact that your plant 
will close if things don't improve? Which motivation do you think is 
more likely to lead to a successful outcome? 
 

4. It won't always be fun, and sometimes it will be hard work. Work 
ought to be enjoyable, but you shouldn't expect consultants to be 
entertainers or dispensers of feel-good potions. If change were that 
easy, you could do it by yourself and not share the fun times with an 
outsider. 
 

5. Things will get worse before they get better. Let's face it, the old ways 
work to a degree. And we all know our place in the old system. But 
while we are learning new behaviours, roles and relationships, our 
performance will be flawed. Results will suffer and tempers will fray. If 
you're not prepared for this, you will conclude that the decision to 
change was wrong (or that you hired the wrong consultant). 

 



 

6. There will be at least one point where you will want to turn back.... If 
you know it's coming you can be fortified with the extra courage it 
takes to stay the course, when everyone else is clamouring to turn 
back. 
 

7. For every gain, there is a loss of some sort. Most so-called 
"resistance to change" is actually resistance to loss. People rebel 
when they think they're losing more than they are gaining. You may 
not look upon it as much of a loss, but others may have a different 
perspective. People will even resist the loss of unpleasant things, 
sometimes just because they are familiar. There is no way of 
predicting what all the losses will be; the best you can do is be 
prepared for a surprise or two. By the way, what are you prepared to 
give up in return for the benefits of change? 
 

8. All behaviour is done for a reason; all reasons are valid from the 
inside. People are basically rational within their own terms of 
reference. It may not look that way to the rest of us, but that is 
because we are not seeing things from the same point of view. If you 
want to understand someone else's behaviour that appears bizarre, 
try listening while they explain it to you. You may not agree, but you 
may be able to empathise. Empathy is usually rare amidst the 
seeming chaos of organizational change. 
 

9. Giving up old behaviours is tougher than learning new ones. It is 
good to focus effort on teaching new behaviours. It may be even 
better to help people give up the ones that are no longer necessary 
or productive. Admittedly, selling your boss on un-training sessions 
could be tough.  
 

10. By the time you reach your destination, it will have moved. 
Organizational change is never done. Consultants would do clients a 
favour by teaching them how to undertake change continuously. 
That is authentic consulting. 

(Reproduced with the permission of Jeff Pym, Clarity Consulting and Digital Impact) 
 

 

 

 

 



Knowing What You've Got 

 

My third career was in computer programming and systems analysis. The most important thing I 
learned as a rookie systems analyst was to document the current system before doing anything 
else. The company had a standard methodology for doing projects, and the format for systems 
analysis reports called for chapter one always to be titled Description of the Current System. This 
didn't make for exciting reading, but then none of these reports were serious candidates for a 
Governor-General's Award anyway.  

What we would do, when a user approached us for help with a systems problem, was collect as 
much data as we could about what was happening at the present time. It was critical to 
understand the current situation even before documenting the problems or opportunities it 
presented. And we didn't begin to consider alternative ways of fixing or solving the problems 
until we knew clearly what the problems were and why they were problems. (I remember taking 
a course on systems analysis where the instructor repeated, until it became a mantra, "why is this 
a problem?") This meant documenting the costs of continuing to do things the same way, or the 
missed opportunities.  

Over the years my work has moved from computer systems to organizational systems. But lately 
I have been applying the principles of computer systems analysis to organizations, particularly 
the maxim about documenting the current system before thinking about how to change it.  

The most recent example was a workshop with the board of directors of a community hospital. 
The board chair wanted help in moving the board to a new style of governance. The problem was 
that only he and a few other members saw any need to change from their existing patterns of 
behaviour. At the retreat I divided the group into two teams of anthropologists, and asked them 
to document the traditions of their board the way a scientist would describe a newly-discovered 
tribe... My instructions were explicit: stick to describing "what is" in neutral, objective, factual 
terms; avoid evaluating or judging what you uncover. 

In spite of my coaching, the groups quickly moved from describing to evaluating. But when we 
reconvened as a single group, the discussion was fascinating. There was an excitement about the 
perceptions and opinions that were shared. The comments were critical but the tone was 
constructive. All of the participants expressed the need to continue the process beyond the 
weekend. They exhibited strong commitment about changing the way they had always operated 
as a board. 

  



 

I am convinced that none of this would have happened without the step where they played the 
role of anthropologists. Instead of someone coming in from the outside suggesting they ought to 
change, and offering a new model, they discovered the need by themselves. Instead of being 
defensive, resistant or even hostile to the proposals of an outside consultant, they were willing 
and eager to explore new possibilities. The rest of the program was invested with an energy that 
probably wouldn't have been there otherwise. After basking in the glow of a successful program, 
I reflected on some of the deeper significance of knowing what you've got. 

 Several theoretical and practical methodologies emphasize the importance of the factual. 
Two come to mind immediately. The Institute of Cultural Affairs's "Discussion Method" 
begins at the objective level, where people focus attention on the facts of the situation. 
Later, they move on to explore other levels. And Edward de Bono's Six Thinking Hats 
include the white hat, which represents the objective level of reality with emotions and 
values stripped away.  
 

 It is surprising how often people discover something new about the current reality when 
they spend a bit of time focusing on it. It is rare to find a group of people who each 
possess all of the facts about a situation, even though they may think they do. New pieces 
of information emerge, and sometimes have a significant impact on the rest of the 
process. Important learning can take place as a result.  
 

 Discussions and planning exercises that omit this step are at risk of getting off the rails at 
a very early stage. People often disagree about what ought to be because they disagree 
about what is. When they take the time to explore their perceptions of reality, they may 
discover that they see things quite differently. Before they can agree about the future they 
must reconcile their understanding of the present. But this is a relatively easier task, 
because facts are more accessible and manageable than values. People are generally more 
comfortable talking at a factual level because they think they're revealing less about 
themselves. That's one of the reasons effective interviewers often ask a media guest a few 
simple factual questions before probing more deeply into their opinions or aspirations or 
passions. 

 

 
 

  



 

 A common understanding of the facts provides an important foundation for group 
consensus. With a shared perception of reality in place, a group has a launching pad for 
future discussion and action. One half of the launching pad is factual, but the other is 
relational. What was once just my view of the situation is now our view. Each member of 
the group has contributed to something that is now group property. Individual differences 
can be transcended, or at least dealt with constructively.  
 

 As the old maxim says, knowledge is power. Seeing clearly is a manifestation of this 
power. In classical literature, darkness and blindness are often used as symbols of human 
limitation and fallibility... When we help people see their own situation with greater 
clarity we contribute to their empowerment. I have come to believe that the most 
empowering thing an organization could do is flood the workplace with information of all 
kinds and let the employees make up their minds what is important and how to interpret 
it. But that's a topic for another occasion. 

Why not try this yourself? Spend some time knowing what you've got before undertaking any 
further steps. You may be pleasantly surprised by the results.  

(Reproduced with the permission of Jeff Pym, Clarity Consulting and Digital Impact) 

 

  



Paradoxes of Empowered Leadership 

 

The word "empowerment" may be past its prime. Like many of the other faddish terms used by 
business writers and management theorists over the last decade, it enjoyed its 15 minutes of 
celebrity and then passed out of favour through inflation and overuse. It's almost embarrassing to 
admit this in public, but I still use the word. I think it's still useful to ask how to create an 
empowered organization. 

In making empowerment the focus of much of my consulting work, I have been struck by how 
rarely people talk about power as a desirable or even legitimate attribute of an individual or 
group. When we call someone powerful, it's usually with a sense of disapproval, for we are most 
familiar with the exercise of power for selfish or even fiendish ends. 

So I encourage people to adopt Barry Oshry's simple definition of power: the ability to make 
things happen. Viewed this way, power isn't scary. It is a necessary part of our humanity, and 
certainly a quality that we'd want to see embodied in organizations and their members. 

If power is the ability to make things happen, control is the ability to stop things from happening. 
Either can be used for negative ends; either can be used in a manipulative way. But for some 
reason, we don't worry as much about control. In my view, an excess of control is a much larger 
danger than an excess of power in most organizations.  

Why? We spend so much time worrying about the bad things that might happen that we severely 
constrain our ability make anything good come about. We gear all of our personnel policies to 
the few bad apples who may not give us value for our salary dollars. We invent complex 
operating procedures to avoid each one-in-a-million chance of something going awry. We adopt 
financial "controls" which force people to jump through amazingly difficult hoops just to get 
their simple jobs done. 

And then we tell our leaders to empower their people, and tell the people to act as if they were 
empowered. How can they be empowering or empowered when the whole organization is 
dedicated to control?  

 

  



 

One day in a workshop I was encouraging a group of employees to be a little more bold, to take 
some risks, to beg for forgiveness rather than ask for permission. Apparently I had gone too far, 
for a senior executive stood up and explained to me that the company had a value which I was 
violating. "We believe in autonomy," he said, "but with control." It struck me that believing in 
autonomy with control is like driving a car with one foot pressing on the accelerator while the 
other is jammed firmly on the brake. Admittedly, you may not go fast enough to get into an 
accident, but it will take you a lot longer to reach your destination and you'll waste a tremendous 
amount of energy getting there. 

There is no free lunch. Everything comes with a price. We often fear empowering rank-and-file 
employees because of the mistaken notion that the power they gain must be power that someone 
higher in the pyramid loses. But as my friend John Sedgwick says, "power is not a zero-sum 
game." The price of empowering some employees is not a loss of power in others, it's a loss of 
control. Leaders who wish to be empowering must give up some of the control that they have 
spent years trying to accumulate. At the very least, they must give up the illusion of control. 
Particularly as we go up in the hierarchy, control is more apparent than real. There is the 
unspoken agreement between subordinate and boss: I will pretend that you are all-knowing and 
all-capable if you will take responsibility for my welfare in this organization. 

 

Paradox #1 

People at the top of a hierarchy don't feel any more powerful than people in the middle or 
bottom. If you ask top executives, they will usually confess to feelings of frustration and 
inadequacy. They have dreams and plans and ideas that they want to bring into existence, and 
they cannot. That requires the commitment and cooperation of others, and few leaders have 
figured out how to create these elements on demand. Because our myths of organizational life 
say that people at the top have unlimited power, these folks may carry around a tremendous 
burden of having let people down through their own human shortcomings. They won't admit this 
at the annual meeting or in the company newsletter, but they might in a private, unguarded 
moment.  

  



 

Paradox #2 

As we give up control our own power increases. The empowering manager is also the 
empowered manager. The strategies of a truly empowered system are mutually reinforcing. 
There is no act of altruism, no sacrifice, required to be an empowering manager. The behaviour 
that invests my co-workers with power also increases my ability to get things done. The less 
energy I expend on controlling people and situations, the more I have to spend on the things I've 
never been able to find the time to do: 

 planning for the future; 
 training and developing myself and others;  
 heading off problems before they become crises;  
 investigating improved methods and technologies;  
 prospecting for new business opportunities;  
 etc. 

But to do this I have to rely on my subordinates (we need a better word here) to take 
responsibility for the things I let go of. 

 

Paradox #3 

The empowered organization is messy. In a simulation at one of our workshops, a person in the 
role of CEO lamented, "The customers are happy, employee morale is good and we're making 
money. But I don't feel like I'm doing my job properly!" When pressed to explain what was 
missing, or why she felt uncomfortable, she identified the feeling of not being on top of 
everything. The organization looked too messy to be running well. What she raised for the group 
was the possibility that our image of a proper organization may need changing. Our traditional 
values place a high priority on neatness in a corporation. Consistency, uniformity, complete 
information, control—these principles all grow out of a deeply held but mostly unexamined 
belief that an organization should look ... well, organized. But our experience suggests that to be 
really powerful, an organization must be able to tolerate a little messiness. 

Indeed, we may need to become more comfortable with the idea of paradox itself.  

(Reproduced with the permission of Jeff Pym, Clarity Consulting and Digital Impact)  

  



 

Giving Up and Letting Go  

 

Hindus recognize three aspects of the deity, much like Christians worship the trinity. But while 
the third person of the Christian god is the Holy Spirit, sometimes known as the Comforter, for 
Hindus the third face of the godhead is Khali, the Destroyer. 

To those of us unfamiliar with other faiths, it may seem strange to worship a god of destruction. 
But Hindus believe that Khali plays an essential role in renewal, an idea to which we should pay 
some attention. For renewal to take place, we must first participate in the destruction of the status 
quo. Destruction may be too strong a word for some of the circumstances where change is 
necessary. It may be more a matter of letting go of cherished beliefs, or giving up practices of 
long standing.  

William Bridges has written extensively on the subject of personal and organizational change. In 
his view, what makes change difficult to accept is the companion psychological process, which 
he calls transition. Every transition has three stages: an ending; a beginning; and a piece in 
between called the neutral zone. Letting go of the old state of affairs is often the hardest part of 
making the necessary ending. As proof of this, consider the stories of people who say that getting 
fired was the best thing to happen to them. In all likelihood, they never would have gone on to a 
new career if someone hadn't forced them to go through the painful (and sudden) ending of an 
old career. 

Western culture seems addicted to acquisition. We think the answer to every problem is found in 
getting more of something: more possessions, more land, more employees, more authority -- 
even more memory for our computers. We rarely consider the possibility that we can solve a 
problem by having less of something. Perhaps it's time to ask the question, "What must I give up 
or let go of to be successful?" It has struck me recently that many management practices would 
benefit from our asking this question. For example ... 

 

Priorities 

In this brave new world of downsized organizations, individuals are doing work that used to be 
spread among two or three people, besides their own duties. And corporate direction seems to 
change much more quickly, in response to a turbulent environment. It seems that there's a new 
number one priority every month. But what happens to last month's number one? There's a 
tendency to keep loading new priorities on top of old ones, without ever taking any off the list. 
We need to give up less-important tasks and duties and responsibilities to handle the more-
important ones. "They're all important; do the best you can" is not adequate direction when it 
comes to adding work or managing priorities. Some hard decisions must be made about what to 
give up. 



Training  

Trainers and consultants have been guilty of treating clients the way French farmers treat their 
geese: force-feeding them with new skills and concepts in a desperate attempt to produce fine 
corporate pate de foie gras. We have thought that if we could just cram enough good stuff down 
their throats, they'd be more productive (or participative, or assertive, or whatever). I'm starting 
to suspect that what we really need to do is guide our clients through a process of unburdening, 
getting rid of old habits and ideas that no longer suit current realities. For one thing, some of the 
old ideas might contradict the very practices we're attempting to introduce. 

Perhaps the human psyche is finite; it can only hold so many theories and techniques at once. 
Before we can introduce new ones, we need to make room by getting rid of some that are no 
longer useful. It's like a psychic housecleaning. Once again, we need to acknowledge the 
psychological difficulty some of us have in letting go. (As a confirmed pack-rat with a deep 
emotional attachment to every piece of junk in my basement, I can attest to the validity of the 
comparison.) 

  



 

Empowerment 

Empowerment is often treated as a question of giving people increased power, authority or 
competence. My experience suggests that the real trick is getting people (all of us, not just front-
line workers) to give up their disempowered ways. What each individual has to give up may vary 
according to our organizational position and personal make-up, but the list might include:  

 control (or the illusion of control) 
 fear 
 pose of superiority  
 need to be needed  
 perfectionism 
 innocence 
 anger  
 isolation 
 righteousness 

Why do we find it hard to give up or let go? There are many possible answers. Part of it is simply 
inertia or habit. We may be attached to ideas and behaviours because they've always worked in 
the past ("if it ain't broke, don't fix it"). We may have become so attached to these habits that 
they seem part of us, and to give them up would be denying who we are. It may even feel like 
dying a little. We may simply be afraid to embrace the unknown or to trade in certainty for 
uncertainty. In the words of the old proverb, "The devil you know is less fearful than the devil 
you don't know." The need to let go is perhaps best captured in an image that several writers 
have used: the art of the trapeze. To perform anything of interest, a trapeze artist must let go of 
one trapeze before grabbing on to another. There is a moment when she is in mid-air, having let 
go of the last bar, supported only by her faith that the next one will arrive in time. Like the 
trapeze artist, we must overcome our fear of letting go to perform the feats demanded of us. 

(Reproduced with the permission of Jeff Pym, Clarity Consulting and Digital Impact)  
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Equity & Diversity Dictionary 

 

When discussing equity and diversity, it is important to establish a common 
vocabulary. This will enable us to talk about diversity using the same terms and a 
common frame of reference. 

A 

ableism - Refers to discrimination based upon physical ability or disability. Constantly assisting 
a person who uses a wheelchair without asking if help is needed is an example of ableism. 

access - The philosophy of opening up an organization to the diversity of the community being 
served. 

ageism - Discrimination of individuals based on their age, i.e., of the elderly based on the notion 
that they are incapable of performing certain functions such as driving, or of the young based on 
the notion that they are immature and therefore incapable of performing certain tasks. 

ancestry - All of us have ancestors such as grandparents and great grandparents. Usually, their 
birthplace becomes our ancestry. Many of them were born outside of Canada in places such as 
the Caribbean, England, Vietnam, and China. Some Canadians' ancestors came from countries 
that do not even exist today. Canadian native peoples' ancestors have always lived in this 
country. 

anti-discriminatory organizational change - A process of dismantling visible and invisible 
barriers to enable the full participation of non-dominant groups, and the building of an 
organization responsive and responsible to the wider community. Visible barriers include 
qualifications and requirements that are not job related such as unnecessary certification and 
credentials or "Canadian experience." Another visible barrier in working conditions is lack of 
reasonable accommodations for special needs. Invisible barriers are unstated but widely accepted 
assumptions such as what constitutes an acceptable accent or dress, or stereotypes about different 
groups and their abilities. 

anti-racism - Attempts to help us to recognize racism in ourselves and in the world around us. 

assimilation - The process of absorbing a new group into the main cultural body. Implicit in this 
process is that the main cultural body does not acknowledge or sufficiently value the distinct 
characteristics of the new group. 

assumption - A concept or statement accepted as truth or fact without proof or demonstration. 

B 



bias - A subjective opinion, preference or prejudice, without basis in fact, which affects a group 
or individual's ideas or treatment of people.  

bisexual - Individuals attracted to members of the male and female sex. 

C 

class - Category of division based on economic status; members of a class are theoretically 
assumed to possess similar cultural, political and economic characteristics and principles. 

classism - Discrimination based on class. 

culture - The aspects of individual and group identities which include language, religion, race, 
gender, experience or migration/immigration, social class, political affiliations, family 
influences, age, sexual orientation, geographic origin, ethnicity, history and experience of 
fighting discrimination and other injustices. 

D 

diaspora - A historical dispersion of a group of people deriving from similar origins, i.e. the 
African Diaspora includes African Canadians, Africans, Caribbeans, Black Brazilians, Afro 
Latinos etc... 

different treatment - Occurs where a person is differently because of a prohibited ground of 
discrimination. It does not matter whether the difference in treatment is intentional or 
unintentional, or whether or not it is based on discriminatory motives.  

disadvantaged - 1. A historically oppressed group having less than sufficient resources to fund 
all of basic needs; without expendable income. 2. A group characterized by disproportionate 
economic, social, and political disadvantages. 

discrimination - A biased decision based on a prejudice against an individual group 
characterized by race, class, sexual orientation, age, disabilities, etc. . . 

diversity - All qualities and characteristics that make each of us different and unique, yet at the 
same time can serve as commonalities among us. Within diversity lies opportunity as well as a 
cost for not understanding and realizing the unique potential of each individual. 

E 

emigrant - One who leaves his/her country of origin to reside in a foreign country. 

ethnicity - The division of humankind as distinguished by customs, characteristics, language, 
common history, values, etc. Ethnicity includes language, beliefs, and customs which determine 
a distinctive life style. Members within an ethnic group share a common history and feel a strong 
sense of group membership and identity. Ethnicity and ancestry are closely related.  



essentialism - The practice of categorizing a group based on an artificial social construction that 
imparts an "essence" of that group, which homogenizes the group and effaces individuality and 
difference.  

ethnocentrism - A practice of unconsciously or consciously privileging a certain ethnic group 
over others. 

eurocentrism - The practice of consciously or unconsciously privileging the culture of Europe 
over other cultures. 

F 

failure to accommodate - Occurs when an organization fails to make some sort of change in the 
way business is done, in order for a person who is differently-abled to participate, benefit or 
otherwise be treated equally.  

feminism - Movement advocating equal rights, status, ability, and treatment of women, based on 
the belief that women are not in any way inferior to men. 

G 

gay - A male homosexual; pertaining to male homosexuality. 

gender - System of sexual classification based on the social construction of the categories "men" 
and "women," as opposed to sex which is based on biological and physical differences which 
form the categories "male" and "female." 

glass ceiling - Term for the maximum position and salary some claim minorities and women are 
allowed to reach without any chances of further promotion or advancement within an 
employment scenario. 

H 

harassment - Engaging in a course of vexatious comment or conduct that is known or ought 
reasonably to be known to be unwelcome. 

heterosexism - Social structures and practices which serve to elevate and enforce heterosexuality 
while subordinating or suppressing other forms of sexuality. 

heterosexual - Pertaining to individuals attracted to the opposite sex. 

homophobia - Has been used to describe discrimination and harassment against people who are 
gay, lesbian, or bisexual. The term is gradually being replaced by "heterosexism". This is largely 
because many gays, lesbians, and bisexuals feel that the use of the suffix "phobia" legitimizes the 
behaviour and attitudes of those who discriminate against or harass non-heterosexuals. 



homosexual - Individuals attracted to members of one's own sex. 

I 

integration - The process of bringing together, or unifying, different groups to coexist as a 
whole.  

immigrant - A person who resides in a nation, country, or region other than that of his/her 
origin. Also known as nonnative, outlander, outsider, alien, etc. 

J 

K 

L 

lesbian - Female homosexual, lesbian; pertaining to female homosexuality. 

M 

minority - Term used to describe a group that represents a relatively smaller percentage of the 
overall population of a nation/state/continent etc. . . 

multiculturalism - The practice of acknowledging and respecting the various cultures, religions, 
races, ethnicities, attitudes and opinions within an environment. 

N 

national origin - System of classification based on nation from which a person originates, 
regardless of the nation in which he/she currently resides.  

O 

oriental - Relating to or deriving from the language, traditions, or cultures of the peoples of 
Asian nations in the region designated as "the Orient," or "the East," by Europeans. This term is 
conspicuously eurocentric as "the East" is constructed as being opposed to a fixed reference 
point, "the West," or western Europe. 

 

P 

people of colour - A term used to describe all non-white racial or ethnic groups.  

prejudice - Exerting bias and bigotry based on uniformed stereotypes. 



privilege - Power and advantages benefiting a group derived from the historical oppression and 
exploitation of other groups. 

Q 

R  

race - 1. Classification of humans based on genetic characteristics. 2. Classification of people 
based on common nationality, history, or experiences. 

racism - An act of discrimination based on an ideology of racial superiority. 

religion - 1. An organized belief system based on certain tenets of faith. 2. A belief in a supreme 
supernatural force or god(s). 

S 

sex - System of sexual classification based on biological and physical differences, such as 
primary and secondary sexual characteristics, forming the categories "male" and "female" as 
opposed to gender which is based on the social construction of the categories "men" and 
"women." 

sexism - Is discrimination based upon one's gender. Distinguishing between men and women 
when there is no need to do so is also a form of sexism.  

stereotype - An oversimplified image of a group that ignores the individual differences and 
diversity that exist within a group of people.  

social constructionism - A perception of an individual, group, or idea that is "constructed" 
through cultural and social practice, but appears to be "natural," or "the way things are." For 
example, the idea that women "naturally" like to do housework is a social construction because 
this idea appears "natural" due to its historical repetition, rather than it being "true" in any 
essential sense.  

T 

tolerance - Acceptance and open-mindedness to different practices, attitudes, and cultures; does 
not necessarily mean agreement with the differences. 

U 
V 
W 
X 
Y 
Z 
  



Authentic education 
is not carried on by 
'A' for 'B' or by 'A' 
about 'B' but rather 
by 'A' with'B', 
mediated by the 
world -- a world 
which impresses 
and challenges both 
parties, giving rise 
to views or opinions 
about it. 

-- Paulo Freire 

(in memory of Paolo 
Freire d. May, 1997) 
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