
SUMMARY:

A highly interactive discussion on the emotional tax that diverse 
team members can experience, can experience and the negative 
consequences to employees and the company.

KEY TAKEAWAYS

PSYCHOLOGICAL SAFETY
• It is our responsibility as leaders to create 

a safe environment where people can 
share their authentic selves.

BE RELATIONAL, NOT TRANSACTIONAL
• Take time to get to know the people on 

your team so you can create the 
relational space they need to share.

VULNERABILITY PROVIDES PERMISSION
• Leaders need to be vulnerable – talk 

through what you’re going through –
even if it feels awkward at first.

• Ask permission to broach sensitive areas 
in a 1:1 conversation.

KEEP YOUR RADAR ON OBSERVE
• Be self-learning - don’t solely rely on your 

team to teach you. Seek information on 
your own time.

BELIEVE IN POSITIVE INTENTIONS
• Give your team member the benefit of 

the doubt and acknowledge their 
feelings. Sometimes they just need to be 
listened to and heard.
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DISCUSSION FOCUS

• "Bring your whole self to work" is often communicated in the 
workplace. But why don't more people feel comfortable doing it?

• Have you code-switched in your career? How did this impact you -
positively and/or negatively?

WORKING TEAM: Society and Sustainability  |  Talent and Marketing Organization

GROWTH MANDATE: Achieve true diversity and inclusion in our organizations.

OBJECTIVE: Help CMOs achieve business growth for their organization through an empowered culture, 
while helping drive diversity and inclusion throughout the marketing industry talent pool.

WHAT IS CODE-SWITCHING?

Code-switching occurs when people adjust their style of speech, 
appearance, behavior, and expression in ways that optimize the comfort of 
others in exchange for fair treatment, quality service, and employment 
opportunities. While, at times, it can lead to professional advancement, 
code-switching can often come at a psychological cost. 

As leaders, we can better promote inclusion and address inequality by first 
recognizing and understanding why some team members may believe they 
cannot truly be themselves in the office, and then addressing what our 
organizations need to do to change it.

THREE COMMON REASONS TEAM MEMBERS MAY CODE-SWITCH

• Downplaying membership in a specific group can help increase 
perceptions of professionalism and the likelihood of being hired.

• Avoiding negative stereotypes associated with a group’s identity can help 
employees be seen as leaders.

• Expressing shared interests with members of dominant groups promotes 
similarity that can lead to the chance of promotions because individuals 
tend to affiliate with people they perceive as similar.

IMPLICATIONS OF CODE-SWITCHING

Trying to avoid stereotypes is hard work and can deplete cognitive 
resources and hinder performance. Feigning commonality with coworkers 
also reduces authentic self-expression and contributes to burnout.
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DEI for CMOs: Code-Switching

• Confirmation Bias: Seeking 
information that confirms pre-
existing ideas and ignoring
contrary points of view and data
that threaten your view.

• Affinity Bias: Showing preference
for people who share similar 
characteristics as you.

• Bandwagon/Groupthink Bias:
Doing or believing the same as 
others. Avoiding conflict at the 
expense of more in-depth evaluation.

REGISTER

LOWERING THE 
EMOTIONAL TAX

• Encourage ongoing, 
open dialogue on 
existing triggers and 
biases

• Review existing 
processes that signal 
exclusive norms

• Be an ally of the 
victimized when 
unconscious bias 
occurs

• Zero-tolerance for 
denial and 
minimization

• Model inclusion and 
change exclusion

• Formalize career 
development paths for 
diverse employees

HOW CAN YOU 
ENGAGE?

Q:  “I experience a lot of 
defensiveness and shutting 
down – what can I do to 
make a useful 
conversation?”

A:  WHAT, WHO, HOW?

WHY questions can lead to 
defensiveness. Ask “WHAT, 
WHO, HOW” instead.”

• What are we trying to 
accomplish in this 
meeting?

• Who needs to be here?
• How come they are not 

here?

Be less provocative by 
prefacing conversations to 
set a lower temperature –
e.g. “I’m just seeking 
clarity.”
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ARE YOU BIASED?

WE ARE ALL CAPABLE OF BIAS – AND BIAS CAN LEAD TO CODE-SWITCHING

• Anchoring Bias: Basing your decision on the first piece of information you have 
and then influencing your judgement on what follows

• Status Quo/Familiarity Bias: Choosing an approach or decision that “I know/am 
comfortable with” rather than actively seeking alternatives.

• The Halo Effect Bias: Beautiful equates to smarter, kinder, competent, and safe.

IT’S OK TO HAVE 
BOUNDARIES

You don’t have to let it all 
hang out. 

Just like there are reasons 
why we have speed limits, 
we also need to have work 
boundaries. It’s OK to 
have physical boundaries. 
And it’s OK to have 
emotional boundaries. 

Example:  

“I can work these hours. 
But I can’t be in the office 
then.”  

This has nothing to do  
with inclusivity. It is more 
about protecting yourself 
and not burning out. As 
leaders, we need to 
recognize the difference 
and adjust.

• Discussion Leader, Craig Coffey is Founder & President at Way Maker Leadership. 
He also teaches brand workshops through ANA. Visit “The DEI Advantage –
Leading Diverse Teams That Drive Growth” or email training@ana.net .

• Myth of bringing your full, authentic self to work TED Talk with Jodi-Ann Burey

• AIMM DEI Action Plan and Scorecard examples - contact Nancy@anaaimm.net

• ANA Industry Diversity Scorecard Template

• Accountable Outcomes from DEI Efforts, Summary recap

globalcmogrowthcouncil.net

ADDITIONAL RESOURCES NEXT UP

Wednesday, 4/27
11A – 12:30P (ET)

DEI Series for CMOs –
Session 2: Nurturing, 
Championing, and 
Retaining Diverse 
Talent

Featuring:
Craig Coffey, 
Founder of Way 
Maker Leadership
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