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INTERCULTURAL COMPETENCE

“Even when groups are  
diverse, the dominant 
culture still holds power 
… The value of diversity 
comes in what is done 
with it—we do 
disservice to our pro-
fession to call for diver-
sity alone. For differ-
ences to have a positive 
impact, people must 
have the skills to work 
across and gain from 
heterogeneity.”

Culture - The shared patterns in a social group that determine appropriate behavior 
and help us make meaning of our environment. The idea of a “cultural iceberg”—the 
cultural aspects that are visible or explicit (i.e. skin color, gender, language, etc.) 
are represented by the part of the iceberg above water—just the tip. The unseen or 
implicit aspects (i.e. gender roles, work ethic, body language, etc.) exist below the 
water. “They are what can sink the ship of a relationship or endeavor if they are not 
understood.”

Identity – A person’s identity is a collective of many elements, a mix of both inherent 
and chosen (race, gender, sexuality, age, citizenship status, etc.). Context of these 
determines how we make meaning of (or judge) identity markers. Identity can have 
different meaning within different cultural contexts. 

Target Identity – A social identity group that is discriminated against (gender, race, 
LGBQT, etc.) 

Agent Identity – An identity that has advantages by birth or acquisition and know-
ingly or unknowingly receives unfair benefit over other members (i.e. being white, 
male, heterosexual). Awareness of advantages that stem from agent identities is the 
first step in learning how to use your identity to become an ally. 

Explicit Bias – Conscious prejudices and attitudes towards certain groups, usually 
an expression of fear 

Implicit Bias - Attitudes or stereotypes that affect our understanding, actions, and 
decisions in an unconscious manner, activated involuntarily without awareness or 
intent, can be either positive or negative. Biases are learned through culture, politics, 
social settings, laws, major events, mass media etc. Even people disadvantaged by 
them can perpetuate them. 

DEFINITIONS

CHAPTER 01



INTERCULTURAL COMPETENCEWHY IS  
INTERCULTURAL  
COMPETENCE  
IMPORTANT? 

Biases creates situ-
ations that impede 
working relationships, 
leads to exclusion, 
unfair advantage of 
certain groups, limits 
benefits of diversity, 
inclusion and equal-
ity. Lack of cultural 
awareness affects the 
psychological, behav-
ioral, and performance 
outcomes at all orga-
nizational levels. 

Denial - Lacks any sense of awareness

Polarization - Places value on difference through either judgment or showing 
pride for that difference 

Minimization - De-emphasizes the difference. A dismissal due to lack of 
understanding or care—the “I don’t see color “ excuse. Currently 60 percent of 
people reside in this mindset. All about maintaining their own comfort level

Acceptance - Awareness of differences

Adaptation - One has the capacity to effectively bridge differences through 
engagement and active participation. 

FIVE STAGES OF COMPETENCE
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INTERCULTURAL COMPETENCE

Anchoring Bias - The tendency to rely on the first observation or piece of  
information available 

Affinity Bias - Bias toward people like ourselves

Attribution Bias - Bias in evaluating reasons for your own and others’ behav-
iors

Blind Spot - Identifying biases in others but not oneself 

Confirmation Bias - Seeking information that confirms pre-existing beliefs or  
assumptions 

Conformity Bias - Biased caused by peer pressure 

Halo Effect - Thinking everything about a person is good because you like 
that person 

In-Group Bias - Perceiving positivity people who are similar to those in the 
group

Out-Group Bias - Perceiving negativity people who are different from those 
in the group

Perception Bias - Inability to make objective judgements about members of 
certain groups because of stereotypes 

COMMON IMPLICIT BIAS 
IN THE WORKPLACE
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FIVE STAGES OF COMPETENCE
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INTERCULTURAL COMPETENCE

Biases affect how we 
perceive all facets of 
identity and impact of 
implicit bias leads to 
inequality in every 
aspect of business. We 
can’t just learn how 
to be fair; we need to 
understand your own 
biases in order to be 
aware of them so you 
can stop them. 

...ON INDIVIDUALS 

Behavior - Assumptions and biases of all kinds affect the behavior of individ-
uals and those around them

Decisions - Bias and cultural norms shape how groups determine what is 
appropriate, including defining the “right” decisions.

Power - Bias reinforces inequitable power structures and dynamics between 
dominate and non dominate groups that create an uneven playing field where 
gaps are created, reinforced, and amplified over time. 

Health - The stresses of misconceptions, communication difficulties, and 
uncertainty negatively affect mental and physical health and has a dispropor-
tionately large impact on nondominat members. 

Performance - Building intercultural capacity supports optimism and the 
ability to regulate emotions 

Networks - Intercultural competence enhances the ability to connect more 
effectively with a broad range of colleagues, clients, and stakeholders and 
develop genuine friendships, authentic working relationships and innovative 
cohorts. 

BIASES AND THEIR EFFECTS
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INTERCULTURAL COMPETENCE

...ON FIRMS 

Recruitment and Retention - When a workplace’s stated 
values of diversity, equity, and inclusion are consistent with 
workplace behaviors, individuals are more likely to be attracted 
to it, stay, and recommend it to others. 

Teamwork - Inter-culturally competent teams exhibit high 
levels of cooperation within and beyond their group and are 
likely to share ideas with those who are culturally different.

Leveraging Diverse Teams - Cultural differences have the 
potential to either hinder or help effective teamwork, team 
creativity, and performance. 

Leadership Potential and Effectiveness - Intercultural com-
petencies include many of the most valued leadership skills, 
such as providing a sense of safety and belonging, openness, 
encouraging learning and individual growth, empowering oth-
ers, and maintaining high ethical standards.

Market - Intercultural capacity and skills allow firms to work 
successfully within multiple types of clients in a variety of 
locations. 

Capacity for Change - Intercultural competence builds the 
capacity of individuals and groups to consistently, effectively, 
and authentically adapt, including the ability to shift perspec-
tives and behaviors in order to drive toward shared goals. 

BIASES AND THEIR EFFECTS
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BIASES AND THEIR EFFECTS

CHAPTER 01

...ON THE PROFESSION 

Community Engagement- Not only can diverse local groups 
benefit from working with firms that are intercultural effective, 
but firms, in turn, build capacity for tackling challenges with a 
broader scope of clients. 

Quality of Built Environment - The ability of our profession 
to include the cultural needs, values, and practices of diverse 
groups in the practice of architecture is a key factor in improv-
ing the built environment for people across race, gender, class, 
abilities etc. 



INTERCULTURAL COMPETENCE

THERE IS AWARENESS

• Everyone identifies and takes responsibility for their atti-
tudes and biases

• Individuals actively listen to each other
• Individual differences, perspectives, and communication 

styes are acknowledged
• Individuals’ preferred names and pronouns are known and 

honored 
• Identity groups openly communicate how they are misun-

derstood or made to feel accepted 
• Reasons for individual or group disengagement are ex-

plored  

THERE IS DEVELOPMENT

• Cultural self awareness is explored to notice, address, and 
mitigate biases

• The firm supports inclusive and balanced dialogue
• Diverse teams and their leaders receive support for holding 

complex conversations 
• Employees set goals for increasing their capacity to navi-

gate cross culturally 
• The firm offers intercultural learning opportunities 
• Marginalized employees and groups are appropriately re-

connected to the organization 

OUR WORKPLACES INCREASE INTERCULTURAL  
COMPETENCE WHEN:
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THERE IS COMPLIANCE

• Unlawful discrimination of any kind is not tolerated 
• Business practices are analyzed for discrimination 

THERE IS INFLUENCE
 
• Communication patterns and discussions reflect multiple 

cultural perspectives
• Challenges are resolved using a variety of approaches 
• Cultural differences are bridged by adapting strategies 
• Individuals with different levels of intercultural competence 

ceros mentor 
• Successfully managed, culturally aware diverse teams are 

more cohesive and creative 
• Groups form to discuss and advocate for specific diversity, 

inclusion, and equity strategies. 
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INTERCULTURAL COMPETENCE

AS INDIVIDUALS 

1. Build capacity for noticing and naming culture and bias 
 
• Increase cultural self awareness
• Learn how bias works 
• Build relationships 
• Be aware of stereotype threat 
• Become aware of your organizations current cultural pat-

terns 
• Practice co-creating shared meaning 
• Become an attuned listener 
• Activity consider multiple perspectives 
• Seek feedback from colleagues or mentors 
 
2. Know your role and be proactive 

• Learn to be effective in your communication and interac-
tions

• Investigate your instincts - learn how to correct and inter-
rupt your own bias thinking and actions 

• Learn when and how to interrupt bias when it is directed 
toward you and others 

• Develop conflict fluency 
• Learn how to frame bias interventions as constructive 

opportunities 
• Experiment with and assess bias interventions in order to 

improve 
 

ACTIONS TO BECOME INTERCULTURALLY COMPETENT 
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3. Be a Good Manager 

• Cultivate protocols and patters for staff to build practices 
of individuality and collectively navigating discomfort 

• Foster multicultural teams to understand, incorporate, and 
leverage their differences 

• Create an open, dynamic process for making decisions 
• Learn to interrupt bias, especially in key situations 
• Enforce agreed upon meeting protocols 
• Respect everyone’s personal lives and responsibilities 

when determining job assignments 
• Discuss upcoming parenthood productively 
• Assume and plan for workers of all genders and sexual ori-

entations to take personal and other types of leave 
• Be aware of tokenism 
• Seek to determine if bias might be involved when you per-

ceive a stressed relationship between individuals 
• Make sure that certain groups are not required to demon-

strate greater loyalty 
• Ensure that everyone receives the same level of quality and 

staff support.  



INTERCULTURAL COMPETENCE

WITHIN YOUR FIRM 

1. Understand your intercultural capacity and biases  

• Take a detailed inventory of your organizations’ patterns 
and practices 

• Conduct a review of your organization to screen for bias 
• Run regular audits of diversity and administer climate sur-

veys 
• Hold focus groups with employees with non-majority iden-

tities. 
• Inquire into the impact of the firm’s current decision mak-

ing processes 
• Communicate your culture
• Cultivate a shared understanding of the organization’s 

mission and core values 
• Insert positive cues into your communications to reinforce 

an equitable culture 
• Increase the filing of social belonging in the firm 
• Convey that non dominant groups are seen and valued 
• Publicly recognize individuals who through actions exhibit 

commitment to increasing the value of diversity and equi-
table practices 

ACTIONS TO BECOME INTERCULTURALLY COMPETENT
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2. Lead your culture. 

• Increase the representation of non-dominate groups 
• Consider the role of dominate - culture identifies in your 

policies and practices 
• Create an inclusive workplace for transgender and gender - 

non conforming employees 
• Structure processes in which there is discretion in making 

decisions to flag and minimize bias 
• Provide intercultural learning opportunities 
• Offer effective training programs and coaching 
• Develop the capacity of individual managers to listen and 

lead 
• Appoint a person or group to check bias and champion 

intercultural capacity building 
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WITHIN THE PROFESSION 
 
1. Know what’s happening 
• Create Focus groups 
• Bring in outside experts to share their knowledge 
• Visit or reach out to professional groups in other locations 
• Stay aware of issues and research  

2. Engage culture and bias profession-wide  

• Practice diversity, equity, and inclusion in your own organization
• Create opportunities for authentic relationship building
• Hire experts to hold workshops 
• Assemble best practices for reducing bias and develop concrete 

strategies
• Recognize employers and individuals 
• Publicly highlight a diverse range of types of work by practitioners 

with non majority identities 
• Work with architecture programs to support diversity and intercultur-

al competence in the profession.  

ACTIONS TO BECOME INTER-
CULTURALLY COMPETENT 

INTERCULTURAL COMPETENCE
CHAPTER 01
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WORKPLACE
CULTURE



WORKPLACE CULTURE

“Workplace cul-
ture is the tac-
it—unspoken- so-
cial order of an 
organization, the 
shared patterns 
that determine 
what is viewed as 
appropriate be-
havior of indi-
viduals and the 
group...”

Strong culture

• Clear culture everyone can articulate
• Continually aligning staff and processes

Healthy culture

• Engagement
• Recognition of diverse needs and thoughts

Stereotypes of architect

• Male
• Environment – open studios and pin up space
• Long hours
• Long words – fenestration and typology
• Individuality 

Architecture’s Cultural Iceberg diagram

• Objective – artifacts, behaviors, dress, language, tools, spaces, narratives
• Subjective – age, authorship, body language, class, commitment, core 

values, education, ethnicity, gender, money, parenthood, personality, 
types of work, assignments, relationship to authority, roles, speaking, 
ways of working, work ethic
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WORKPLACE CULTURE

“Alignment of an in-
dividual’s values with 
company values is a 
top predictor of an in-
dividual’s satisfaction 
with the workplace 
culture, while nega-
tive workplace culture 
leads to an almost 50 
percent increase in vol-
untary turnover—and 
turnover costs…”

INDIVIDUALS

• Engagement – engaged organizations are more successful
• Trust – necessary for teams to meet ambitious goals
• Recruiting – determine fit without perpetuating bias and exclusion
• Productivity – positive environment = caring, respectful, forgiving, inspir-

ing, meaningful; negative environment = lack of transparency, trust, agen-
cy, teamwork, safety, and reasonable work hours

FIRMS

• Structure – hierarchical or horizontal
• Explicit and implicit messaging – written and spoken materials vs. day to 

day language
• Strategic planning – “culture eats strategy for breakfast”
• Risk – formal guidelines help to mitigate bad behavior  
• Marketing – branding to attract and retain employees and clients
• Clients – alignment of values
• Architectural culture – raising the bar for the profession to increase equity
• Perception – actively manage culture

A STRONG AND HEALTHY CULTURE HAPPENS WHEN THERE IS  

• Compliance
• Trust
• Clarity
• Alignment
• Engagement

CHAPTER 02



WORKPLACE CULTURE

HARASSMENT 

• Damages individuals, firms and profession
• Empower to speak up
• 2/3 of report having experienced sexual harassment at 

work or jobsite
• 85% of women and 25% of men harassed
• Only 31% report harassment
• .05% file lawsuit
• #MeToo spans gender, race, ethnicity, sexual orientation, 

income, disability, age and regions
• Train, address complaints and understand the law

TYPES OF HARASSMENT 

• Unwelcome advances, intimidation, requests for favors, 
verbal or physical contact

• 2 types – “quid pro quo” and “hostile work environment”
• “Hostile work environment” offensive or intimidating con-

duct directed at individual or group
• “Legally actionable hostile environment” 
• Physical, verbal or visual harassment
• Harassment can occur inside or outside physical premises, 

during or outside working hours
• Employers can be held liable for both employees and non-

employees(if employee is impacted)
• Complainants are legally protected

CHAPTER 02CHAPTER 02

ACTIONS + POLICIES

• Actions and policies
• Prevention policy – written policy, multiple ways to report, 

training, investigate and have remedy
• Define harassment
• Define disciplinary measures
• Commit to confidentiality
• Respond to violations immediately
• Have clear chain for response
• All complaints are serious
• Suspend judgment and remain neutral 
• Report to HR or firm leader
• Take action
• Notify police if appropriate
• Notify complainant and respondent of actions



WORKPLACE CULTURE

USE THE LAW 

• File timely complaint with EEOC
• Contact agencies that enforce harassment laws – FEPA
• Actions should be filed promptly – within 180 days 
• Seek legal assistance 

ASSESS 

• Can employees describe workplace culture
• Do you recruit for diversity
• Who shapes workplace culture: who benefits 
• Rewarded behaviors and accountability
• How are issues managed
• Impact of clients on culture 

ACT 

• Know the culture
• Know your role
• Firm’s mission and values
• Focus on engagement 

CONSIDER 

• Cultural expectations – overtime, working late
• Expectations – scrutinizing women’s work more then men’s
• Invading personal space
• Supporting diversity

CHAPTER 02
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COMPENSATION



COMPENSATION

DIRECT 

• Hourly
• Salary
• Overtime
• Bonuses 
 
INDIRECT 

• Health insurance
• Paid time off
• Educational benefits 

NON FINANCIAL COMPENSATION 

• Opportunities leading to advancement
• Quality of experience
• Recognition 

TYPES OF COMPENSATION

CHAPTER 03

GAPS 

• Pay gap
• Penalty for flex time or parenting 
• Bias discrimination related to risk taking, competitiveness 

and recognition
• Traits placing women in “double-bind”
• Feedback loop is created that reinforces wage gap
• Salaries start with a few thousand dollar difference but 

become a 15% pay gap later in career
 
PARITY + EQUITY—THE PROBLEM 

• Women are paid 84 cents to the dollar that men earned 
in 2019; the gap is down 1 cent from 2011. US Bureau of 
Labor Statistics  

• Men are offered higher salaries 63% of time (2017)
• Pay equity = equal pay for equal value
• Concentration in roles which pay more – when more wom-

en became designers pay fell by 34%
• Lack of transparency – only 13% of businesses with under 

1,000 employees are transparent
• Focus of fairness over all levels of firm not just employees 

in one level  
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COMPENSATION

HOW TO BE MORE EQUITABLE 

• Transparency
• Performance based
• Compliance – follow the law
Equitable opportunity  
 
WHAT EMPLOYERS CAN DO 

• Know the law
• Know range of pay
• Be transparent 

WHAT EMPLOYEES CAN DO 

• Negotiate
• Track performance 

EQUAL COMPENSATION PRACTICES 

• Salary tied to qualifications (not previous salary)
• No-negotiation policy
• Reward performance not visibility
• Provide flextime
• Audit regularly with scheduled pay reviews
• Measure performance
• Compensate retroactively
• Offer “stretch” assignments

CHAPTER 03
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RECRUITMENT + RETENTION

Provide equitable, 
inclusive hiring 
and leadership 
practices in order 
to recruit and re-
tain diverse tal-
ented workforce, 
important for 
health of work-
force

DEFINITION OF RECRUITMENT 

• Practice of attracting new talent by searching for, interviewing and hiring candi-
dates for firm

• Ensuring continuity and expansion of knowledge throughout professional and 
accessing new ideas and diverse points of view in practice of design

• Attraction of high-quality design is only 1 factor, others are needed for satisfac-
tion and sustainability 

DEFINITION OF RETENTION
• Ensuring engagement and tools for success with staff for career advancement 

and work-life balance
• Need a recruitment and retention system that is nimble and flexible, equitable to 

keep both employer and employee satisfied
• Challenges of implicit and explicit biases, downtowns in economy, low pay, cul-

ture of long hours, long path to licensure, need to ensure that all is equitable
• Profession puts high value to design and so people with non-dominant identities 

tend to be underrepresented in design areas. Implication is that these profession-
als are less values, or must prove it again ang again to be permitted access to 
design work 

• Employee engagement typ consists of this: meaningful work, supportive work-
places and effective leadership

DEFINITIONS 
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RECRUITMENT + RETENTION

IMPACT OF INEQUITY ON EMPLOYEES 

• Professional heavily dominated by white men especially in senior levels of 
mgmt.

• Women leaving the profession, especially women of color. Primary reason 
for under-representation of women in inequity in hiring and promotion; 
women are hired at lower rates into entry level and managerial jobs and 
less likely to be promoted

• Unconscious bias is one reason for discrepancies in hiring and promotion 
and access to managerial support and psychological safety that build em-
ployee engagement/promotional capabilities

• Women receive less manager support, help in navigating organizational 
politics, opportunities to present their work, promotion of their contribu-
tions to others in the workplace, socializing outside the work, less access 
to senior leaders at work esp with women of color and lesbians

• Significant differences in interactions with managers on basis of race, eth-
nicity with both men and women of color having far less access than white 
men and women

• Underrepresented groups feel less psychological safety in workplace – mi-
croaggressions 

CHAPTER 04

We more easily re-
cruit and retain em-
ployees when there 
is alignment of di-
versity and gender 
balance, compliance 
with discrimination 
laws, engagement 
between both em-
ployees and employ-
ers and influence in 
reducing tokenism, 
supporting diversity 
and equity.
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RECRUITMENT + RETENTION

FOR INDIVIDUALS 

• quality of life, meaningful work, belonging, safety, career building, pinch 
points and feeling valued 

FOR MANAGERS 

• workplace culture, equitable feedback

FOR FIRMS 

• cost of turnover, value of talent, strong and healthy firm culture, a diverse 
workforce, institutional memory and ability to win and execute work 

FOR THE PROFESSION 

• diversity and talent, long path of education and time to licensure, lack of 
visibility of the profession, culture of long hours

CHAPTER 04

Why are recruit-
ment and retention 
important? 

There is so much 
competition for tal-
ent. For different 
parties in this pro-
fession, there are 
varied factors in en-
gagements and fo-
cus.



RECRUITMENT + RETENTION

FOR INDIVIDUALS 

• Understand the context by knowing your values and pri-
orities, explore full range of roles and types of work, learn 
about current issues in equitable recruitment and reten-
tion, talk with colleagues from other firms about their ex-
periences, be aware of federal rules regarding recruitment 
and workplace harassment.  Increase your engagement by 
seeking out support/mentorship, avoid burnout by flexible 
work options.

• Be an inclusive and equitable manager – neutralize bias, 
support vacation time, evaluate employee engagement on 
ongoing basis and know what motivates each employee.  
 

FOR FIRMS 

• Ensure hiring practices are equitable, improve employ-
ee engagement, provide inclusive work environ, improve 
diversity in profession and handle downtowns/layoffs 
thoughtfully

• Remove professional bias in hiring practices, think about 
language used recruitment, build bias-awareness skills and 
counteractive measures.  

• Reach beyond personal networks, collectively develop 
pipelines, develop relationships with schools of arch and 
alumni, develop relationships with local K-12 schools

ACTION PLANS

CHAPTER 04

• Establish structured onboarding program, understand 
pinch points, ensure pay process is fair and transparent, 
make appreciation a part of culture, establish clear per-
formance review policies, use employee satisfaction and 
engagement focus groups and surveys, avoid pigeonholing, 
create workplace flexibility to support work-life harmony 
and offer wide array of employee benefits and track metrics 

• Reduce tokenisms, creative inclusive work spaces and 
design them for clients, establish gender transition com-
munications protocols, designate people who can om-
budsperson, maintain employee privacy, ensure disability 
accommodations

• Be equitable and transparent about layoffs, plan transi-
tions, conduct exit interviews, support former employees

FOR THE PROFESSION 

• Make architecture more visible and attractive to younger 
generation, broaden the definition of design, continue to 
tackle tough issues related to institutional racism
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NEGOTIATIONS

TYPES OF NEGOTIATION 

INDIVIDUAL 
 
• Employment – Salary, benefits, PTO, additional perks
• Salary review
• Promotions 
 
GROUP (TEAM OR COMPANY) 

• Fees, services, scope of work
• Consultant agreements
• Contracts
• Schedule 

TERMS 

• Social Identities
• Agent (Dominant) and Target (Non-Dominant)
• Bias (Implicit or Explicit) 

REACHING “EQUITABLE NEGOTIATION”

CHAPTER 05

Negotiation is back and 
forth communication de-
signed to reach an agree-
ment. “There is often an 
assumption that negotia-
tion is about trying to get 
the best deal for oneself 
or one’s own interest with-
out regard for the other 
party.” Equitable negoti-
ation considers the inter-
ests of all parties together 
to reach a fair and mutu-
ally satisfying agreement. 
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NEGOTIATIONS

TERMS

SOCIAL IDENTITIES 

• Agent (Dominant) and Target (Non-Dominant)
• Bias (Implicit or Explicit) 

POWER AND EQUITY 

• Negotiation is a two-way street
• Psychological Power vs non-dominant groups
• Perceptions of target identity groups: tendency to punish or not 

compensate due to sex or race
• Negotiation is a social construct developed for specific groups 

and purposes. Has been traditionally a ‘man’s game’ and done 
under specifically white men’s rules.

• Be aware of how power can manifest itself in negotiations and 
use power conscientiously to allow for positive outcomes for all 
parties. 

NEGOTIATION GAP 

• Negotiation is an innate skill, requires practice.
• Perceptions of race and gender directly affect negotiation. 

  o  Woman who negotiate are too assertive, and evaluated 
harshly. 
  o  Black job seekers are expected to negotiate less aggressively 
  o  Women and black candidates who negotiate often start at a 
lower salary offer than their white male counterparts.

• Firms can support the profession by learning about and ad-
dressing the impact of systematic racism and sexism and re-
move them from the negotiation process.  

CHAPTER 05

NEGOTIATION AS EQUITABLE PRACTICE 

• Negotiation has an impact on the profession as a whole and can 
create value for all parties when practices as a creative, collabo-
rative, problem-solving activity. 

For firms, successful negotiation in which both parties find the 
process to be fair find that: 

• Employee retention is higher
• Value their own sense of innovativeness
• Are seen as having value 

Negotiation helps affirm the value of architectural services and, 
hence, supports setting up profitable fees.
• An employee who can negotiate successfully for oneself can in 

turn negotiate successfully for the firm.
• Mediate between stakeholders on a project.
• Build shared goals within project teams. 

 

INDIVIDUAL NEGOTIATION 

• Financial Security 
   o  The salary differential between men and women is 7.6%. 
   o  The cost of not negotiating results in an ‘accumulation of 
disadvantage’ over a lifetime of compensation.

• Future Opportunities
• Satisfaction and quality of life
• Skills



NEGOTIATION

MANAGERIAL NEGOTIATION 

• Engagement
• Workplace Culture
• Conflict Mitigation
• Project Management 

FIRMS 

• Retention
• Trust
• Risk
• Partnership
• Profitability
• Centrality
• Profession
• Value of architects 

COMPLIANCE
• Laws regarding negotiation connect closely with those related to recruit-

ment, retention and compensation. 
• Ethical Considerations – Code of Ethics 

ASSESS
• Compliance
• Skill
• Integrity
• Preparation

CHAPTER 05

Negotiation ca-
pability and out-
comes  
improve when 
you have trust, 
alignment, com-
pliance, and fair-
ness.
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NEGOTIATION
CHAPTER 05

ACT 
 
INDIVIDUALS
• Negotiate to build a healthy workplace
• Bring attention to the systematic nature of issues relating to 

diversity and equity – rather than treating them as stand-alone, 
personal “problems”. Link them to core institutional values and 
goals.

• Share Information
• Develop your own social capital
• Be honest in every aspect of negotiation
• Get training and practice in negotiation 

NEGOTIATE COMPENSATION 

• Know your objective and priorities
• Do your research about salaries
• Know your BATNA (best alternative to a negotiated agreement)
• Enter with a positive attitude
• Practice
• Have an adaptive communication style
• Express appreciation for the offer
• Do not accept an offer immediately
• Watch for the double blind. Black professionals and women are 

typically expected to be less aggressive negotiators and to settle 
for less. Women who ask for more are perceived as unlikable and 
may be penalized. However, the responsibility falls more to em-
ployers to foster awareness of bias among hiring managers and 
to incorporate structures and practices that mitigate against it, 
both to diversify their workforce and to benefit from employees 
who have negotiation skills.

• Negotiate withing and on behalf of your firm.

FIRMS 

• Be transparent and equitable.
          o  Mitigate bias in decision-making. Build awareness and 
intercultural competence in decision makers and change inequitable 
decision-making processes and structures. 
         o  Remove anchoring bias. The tendency to rely too much on 
initial data to frame our perceptions. This is a way to help close pay 
gaps.
• Consider profit and risk
       o  Make value your basis for fees. 
 
PROFESSION 

• Continue providing and referring up-to-date salary data.
• Provide training in negotiation skills.
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MENTORSHIP + 
SPONSORSHIP



MENTORSHIP + SPONSORSHIP

WHAT IS A MENTOR? 
 
• Gives valuable career support and advice
• Contributes to self-assessment, provides a sounding board
• Often considered a role model
• Provides important insights and guidance within a firm’s environment, 

politics, unwritten rules, culture. 

WHAT IS A MENTOR? 

• Advocates for a person’s career
• Provides protection and support and take professional risks on behalf of 

their proteges
• Promotes protége’s visibility
• Open doors to stretch opportunities 

HOW DO MENTORSHIP AND SPONSORSHIP SUPPORT EQUITY? 

• Interculturally competent mentor and sponsors help advance diversity
• Relationship with proteges can still be subject to power dynamics and 

tensions
• Help address achievement gaps by providing equal access to mentorship 

and sponsorship
• Small firms may not provide correct matches; look beyond boundaries of 

office.

CHAPTER 06

Using personal 
capital to  
promote a 
protégé, can 
help diversify 
workplaces  
and build  
inclusiveness.



MENTORSHIP + SPONSORSHIP

VALUE OF MENTORSHIP + SPONSORSHIP 
 
• Helps build confidence, self-worth, and a feeling of securi-

ty in the workplace
• Mentors/sponsors gain personal satisfaction and a better 

understanding of younger workers and may even update 
their own skills and knowledge base

• Can contribute directly to diversity and equity in the pro-
fession. Mentors can help increase access to professional 
and academic opportunities for underrepresented groups, 
such as people of color and first-generation college stu-
dents,

• Equal access to mentors and sponsors is essential to the 
retention and advancement of underrepresented groups.  

VALUE TO THE INDIVIDUAL 

• Career advancement – for both sponsor/mentor and pro-
tege

• Professional exposure to a wider network of professionals, 
particularly those at senior levels, and expand their individ-
ual skills. 

• Financial security – mentored proteges (especially women/
POCs) more likely to seek and receive pay increase

• Healthy workplace – relationship provides a safe space for 
feedback and advice

• Relationship building – individuals develop interpersonal 
skills and connections

• Happiness - more social capital = happier, less stress, 
healthier 
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VALUE TO THE FIRM 

• Highly skilled workforce – help create a pool of capable 
promotable employees and senior staff with greater lead-
ership and coaching skills

• Workplace diversity – advance more diverse pool of profes-
sionals, reduce achievement and pay gap

• Workplace culture – establish expectation that everyone is 
accountable for the success of the mentorship program; 
improve workplace culture at last; increase intercultural 
competence.

• Recruitment and retention – foster a sense of inclusion
• Context for employees – helps employees become bet-

ter acclimated, more productive, avoid political mishaps; 
transmit company knowledge, history and performance 
expectations.

• Profitability: reduce turnover, improve company perfor-
mance

• Training: intercultural competence training is essential

VALUE TO THE PROFESSION 

• Next generation of professionals – pass down knowledge 
and traditions

• Industry skills - Reciprocal and reverse mentoring help 
senior professionals learn new skills and approaches

• Innovation - purposefully connect the few existing experts 
to a community of mentees or protégés, thereby increasing 
access to expertise

• Diversity – improve diversity in the profession; actively 
counter bias.
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MENTORSHIP + SPONSORSHIP

TAKE NOTE OF COMPLIANCE 
 
• Power differentials and potential for transgressing boundaries
• Implicit bias – favor only employees who share same identities as mentor/

sponsor
• Appropriately designating credit – given collaborative nature of work, clari-

ty of contribution is important
• Confidentiality – become familiar with firm’s HR protocols 

 
NEXT STEPS 

• Find mentors and sponsors
• Learn to be a good mentee or protégé
• Learn to be a mentor
• Learn to be a sponsor
• Build effective mentoring and sponsoring relationships
• Create and encourage culture of mentorship and sponsorship
• Invest in a formal mentorship program

CHAPTER 06
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ADVANCING CAREERS

WHAT IS ADVANCING CAREERS ABOUT? 
 
• Fundamental values and career motivation
• Equity and professional growth
• Equity and achieving work-life integration
• Supporting career pathways equitably
• Supporting networks
• Change workplace culture from career ladder to career 

lattice
• Access to training and development 

 

WHY DOES ADVANCING CAREERS MATTER?
 
INDIVIDUALS 

• Health
• Happiness
• Career Choice
• Meaning
• Networks
• Trajectory
• Planning
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MANAGERS 

• Career development
• Planning
• Awareness
• Feedback
• Results orientation
• Predictability
• Role modeling 

FIRMS 

• Reduced turnover
• Responsiveness
• Productivity
• Return on investment 

PROFESSION 

• Cultural change
• Leadership demographics
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ADVANCING CAREERS

WE MORE EASILY ADVANCE ARCHITECTURE CAREERS  
EQUITABLY WHEN...
 
SUPPORT 

• employees perceive that the support and training they need is there, when they need it 
• employees receive regular feedback on performance and goals as well as support in reviewing and revising their profes-

sional-development plans 
• promotional criteria are clear, understood across the firm, and based on performance, not time in service 
• non-dominant identities are openly welcomed 
• what “meaningful work” is to different people is discussed and supported 

EQUITY

• evidence of implicit bias in response to requests for flexible schedules is recognized and corrected 
• regardless of identity or schedule, employees have substantive assignments, roles, and duties 
• flexibility is understood as variable pace, workload, location, and schedule 
• d. time away from the office is delineated and supported for everyone 
• e. policies take into account that work-life conflict varies by person and is contextual 

LABYRINTH 

• the wide ranges of architectural career paths and areas of expertise are known and supported 
• there is agreement that each individual has different needs at different times 
• when an individual runs into obstacles, the workplace leaders focus on fixing the system, not the person 
• project teams and work are structured to allow for changing needs of the employee 
• demographics of the firm represent the population at every level, and there is room for employees to advance

CHAPTER 07



ADVANCING CAREERS

COMPLIANCE
This section is intended to introduce you to important legal 
information regarding discrimination and suggestions for 
maintaining a discrimination-free workplace but is not a sub-
stitute for legal advice. For such advice, we strongly urge you 
to consult an attorney. 

ASSESS 

PERCEPTION 

• Do employees perceive the organization is fair in how it 
supports career growth? 

EQUITY 

• How has the firm checked for bias in responses to work-life 
benefit requests such as flextime? 

• How was any bias investigated and addressed?
 
LABYRINTH 

• Does your firm recognize and support an array of architec-
tural skills and areas of expertise? 

CHAPTER 07

SUPPORT 

• How does your firm evaluate an employee’s readiness for 
promotion? 

• What voice do employees have in their advancement, next 
projects, and next roles?

• Provide accommodations to people with disabilities and 
medical conditions, both chronic and acute.

• Be mindful of “onlys” at various stages of their careers
• Support and expand employee networks,
• Don’t penalize requests for accommodations
• Provide supportive programs that address workplace  

issues at the systems level 

PROFESSION 

• Change the value proposition from hours to outcomes
• Expect flexibility to be the new norm.
• Provide opportunities for networking and mentorship
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ADVANCING CAREERS

ACT
INDIVIDUALS 

• Design your own path through the lattice
• Achieve clarity
• Take stock regularly, and know what resources you need.
• Craft your job by determining the parts that you would like 

to amplify or diminish.
• Build your resilience.
• Create your networking plan, and build your network of 

mentors, sponsors, and peers.
• Act as an ally and teammate. 

MANAGERS 

• Watch for bias
• Be aware of the role of gender, race, and other characteris-

tics in the pace of individuals’ career advancement.
• Intentionally encourage and promote diverse team mem-

bers to take on new challenges.
• Have team discussions to plan the best pathways for pro-

viding time off
• Make work meaningful to employees.
• Spot burnout
• Model the behaviors that bolster equity and retention 
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FIRMS 

• → Ensure that work opportunities are being provided equita-
bly

• Learn from employees
• Provide confidential support and accommodations to 

those with mental-wellness needs.
• Provide accommodations to people with disabilities and 

medical conditions, both chronic and acute.
• Be mindful of “onlys” at various stages of their careers
• Support and expand employee networks,
• Don’t penalize requests for accommodations
• Provide supportive programs that address workplace is-

sues at the systems level

PROFESSION 

• Change the value proposition from hours to outcomes
• Expect flexibility to be the new norm.
• Provide opportunities for networking and mentorship



ADVANCING CAREERS

DISCUSSION QUESTIONS
 
• What is the speaker’s firm doing differently from the firms she describes 

at the beginning of the story? What assumptions and historic practices did 
their comments reflect?

• When is it an individual issue and when is it a system issue? How do you 
know? Does it make a difference in how you approach creating a solution?

• What do you think the speaker means when she says, “There’s so much 
missing?” What are some possible explanations for why the speaker feels 
she has to do more and isn’t getting more opportunities? How do you 
think her being the only may be affecting her own experience and her col-
leagues’ behaviors toward her?

• What is your experience of people in an office having different ideas of 
what worklife balance looks like? What kinds of challenges do these differ-
ences pose, and in what ways have you seen these challenges handled in 
your own workplace?

• Should there be a defined path to leadership? What might the negatives be 
that the managers refer to? Do you agree with them?

• What difference does it make to an LGBT person to be able to be open at 
work about their identity? What is the impact of not being able to be trans-
parent?

• What are the stigmas against flexibility expressed in these two accounts?
• How are the speakers’ perceptions different, and how are they similar?
• What does the speaker mean by “the more it’s seen as just for mothers, 
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CONSIDER

-Associate Principal, mid-
ARE®, Asian, Female, Mar-
ried with Children, 41

-Architect, Black, Late 30s 

-Rising Leader at Small Firm, 
Hispanic, Female, 30s 

-Executive Director, Li-
censed, White, Female, 60s

-Architect, Production Staff, 
Caucasian, Female, 31

-Firm Owner, White, Trans-
gender Female, 60s 

-Emerging Professional Ar-
chitect, Asian, Male, 32 

-CEO and Owner, White, Fe-
male, 59
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ENGAGING COMMUNITY

DEFINITIONS
 
• Community – not only neighbors, any group that occupies or experiences 

the end product
• “White savior complex” – when a white person tried to help people of 

color in ways that are actually self serving, or more broadly when a domi-
nant group experts dictate a solution that they believe is for the benefit of 
the less powerful group.

• Human-centered design – a design-thinking practice in which users are 
co-creators even if not necessarily experts in design

• Public interest design – when designers use their skills to improve the 
quality of life of communities that generally cannot afford their services

• Redlining – systemic denial of various services either directly or through 
the selective raising of prices

• Tokenism – a situation in which a single person from a target identity may 
perceive themselves or be perceived by others as included primarily to get 
the commission or deter criticism

• Cultural brokers – individuals and groups familiar with the communities 
being served

 
ENGAGING AS CITIZENS, PROFESSIONALS AND AS A FIRM 

• Creating situations in which people collaborate and communicate together 
towards a common goal

• Be a publically involved architect to increase awareness of the importance 
of design 

• Participate in organizations that advocate for political and social change 
• Make sure to represent a cross section of those affected by the project
• Serve as a neutral facilitator or as an advocate
• Include community engagement work in your business model 
• Connect students with practitioners

CHAPTER 08

“…community en-
gagement is a coop-
erative approach that 
ideally provides the 
user or community 
with self determina-
tion and promotes 
mutual care and con-
cern between design-
ers and the commu-
nity as well us toward 
the project.”
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ENGAGING COMMUNITY

DESIGN METHODOLOGIES FOR ENGAGEMENT 
•  Engage in socially responsive design
•  Engage in human centered design 
     o Guaranteeing unique and nuanced points of view influ-
ence the design
•  Engage in equity centered design – community co-creation, 
addressing power dynamics, make equity concerns central
•  Engage in public interest design 

TOWARD EQUITABLE AND INCLUSIVE ENGAGEMENT
•  One’s zip code is the strongest sir of health outcomes and 
social mobility, indicating that space and place matter
•  Redlining results in the devaluation of the housing and 
physical assets of underserved and low income communities 
and thereby opened the door to gentrification during which 
undervalued assets become attractive to outsiders to target 
the community for reinvestment
     o  One community residents leave the neighborhood it’s 
cultural and social history maybe lost
     o  Local governments generally do not provide assistance 
or public resources to help previous residence for me before 
reestablish themselves elsewhere
•  Attending to implicit and explicit bias is essential to building 
the trust required for authentic community engagement
•  Do not engage in tokenism, seek cultural brokers
•  Use common language, do not engage in “architecture 
speak”
•  Structure design thinking processes during which designers 
and the community share power in idea generation and deci-
sion-making to uncover context sspecific solutions
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•  Engage more equitably with a framework that focuses on 
quality of life and that reduces racial, gender, and other dis-
parities by processing and countering the forces that have 
sustained those disparities
•  Seek sustained interactions with the local community rather 
than superficial, brief enter changes
•  Architects who have the capacity and flexibility to attend to 
both relationship building and project design and outcomes 
will have the greatest positive impact 

WHY DOES EQUITABLE COMMUNITY  
ENGAGEMENT MATTER?
•  Architects must break the dominant cultural paradigm of 
the architect and architecture team as the authority on design, 
moving toward a model in which the team includes community 
groups and individuals
•  Architects can use design to help meet problems equitably 
by designing buildings that are affordable as well as an envi-
ronmentally sustainable
•  As the profession of architecture becomes a more visible 
there is a potential to attract a new generation of architects 
and thereby enhance the diversity of the profession long terms



WHAT IS IT?8.08

COMMUNITY ENGAGEMENT IN THE CONTEXT OF SOCIALLY AND ENVIRONMENTALLY SUSTAINABLE,  
EQUITABLE DESIGN
This framework is one way for practitioners who would commit to community engagement as part of
their work to think about it within a broader, holistic design process. The framework advocates for 
not only environmental considerations but also “social equity” considerations (inclusion and access, 
participation, procedural fairness, and self-determination) to be inherent in any architectural 
project.
 
In the diagram, the outermost “layer of imperatives,” or essential conditions for success, is the 
set of necessary preconditions that must be in place even before design and development begin (e.g., 
government incentives, professional competence, market demand, developer commitment and motivation).
The second tier relates to how the design process itself is framed and initiated: how the design 
team is formed; which stakeholders are included from the start; what social engagement framework and 
efforts are part of it; and the team’s management model.
 
The innermost tier, with its repeated cycles of integration and iteration, relates most directly 
to the details of the project itself: program needs, goals, time and budget constraints, site 
conditions, decision-making processes, etc., that must be synthesized into a coherent design. 
Some of the activities involved call for the design team to apply its more technical (“internal”) 
capacities to integrate all these elements; others involve stakeholders and end-users —the community—
to participate in generating and iterating design ideas and solutions (“external”). 

Together, the three tiers are intended to be interconnected and synergistic and to result in a 
design (the core of the diagram) that promotes social and environmental wellbeing.28

GUIDE 8 * ENGAGING COMMUNITY
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MEASURING PROGRESS

To truly advance 
justice, equity,  
diversity, and  
inclusion (J.E.D.I.) 
requires being 
able to measure 
progress as a  
result of the  
strategies an  
individual, firm, or 
the profession  
has chose.

 
Gathering data is a crucial first step, followed by identifying areas of focus, setting 
goals, analyzing data, designing strategies, and measuring changes.

What is measured will vary by firm, depending on the desired goals, but these goals 
could include, but are not limed to:

• Increased commitment of leaders to equitable practices
• Improved climate and culture
• Increased evidence that employees feel that the workplace is equitable  

and inclusive
• Greater job satisfaction, improved employee engagement, well being and a sense 

of belonging
• Fewer grievances
• Elimination of occurrence of overt discrimination
• Less evidence of unconscious bias
• Eliminated patterns of interpersonal aggression and perceived microaggressions

Metrics are most effective when they have the full commitment of workplace leaders, 
are discussed transparently, and are updated and refined over time. For firms that 
truly integrate equitable practices into their business model, self-reflections and met-
rics on equity will be as commonly discussed as the firm’s financial results, design 
award, or sustainability efforts. 

TERMS 

• Quantitative
• Qualitative
• Bias (Implicit or Explicit)
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MEASURING PROGRESS

•  It is essential to leading to change 

•  Data can highlight strengths and weaknesses apparent to 
allow these factors to be acknowledged and solutions de-
signed. 

•  Any firm that is sincere in making strides in equity needs to 
incorporate equity metrics into its planning. 

    o  When a firm gathers data sensitively and confidentially 
about the more challenging aspects of EDI and firm culture, 
such as harassment, interpersonal aggressions or other evi-
dence of bias, and acknowledges and addresses these aspects 
with its employees will feel greater comfort bringing forward 
concerns about biased behavior and instances of harassment, 
discrimination, or abuse.

INDIVIDUALS 

•  Workplace culture
•  Career development
•  Employment decision-making
•  Necessary conversations 

MANAGERS 

•  Reduction of bias
•  Clarity
•  Assessment 

FIRMS 

•  Awareness
•  Problem identification
•  Commitment
•  Change Management
•  Reputation
•  Accountability

PROFESSION 

•  Leadership decisions
•  Visibility
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WHY IS MEASUREMENT IMPORTANT?



Negotiation has an impact on the profession as a whole and can create 
value for all parties when practices as a creative, collaborative, prob-
lem-solving activity. 

KNOWLEDGE
• Firm leaders are open-minded about metrics, even if the findings 

contradict their perceptions 

INVESTMENT
• Data are used to determine needs, develop strategies, set goals, and 

track progress 

SENSITIVITY
• Sensitivity is not used as a justification for ignoring or not sharing 

data 

COMPLIANCE
• Collecting and storing data
• Sharing data 

ASSESS
• Awareness
• Investment
• Impact

NEGOTIATION AS  
EQUITABLE PRACTICE

MEASURING PROGRESS
CHAPTER 09

“If you’re not 
measuring, 
you’re just 
talking; and if 
you are  
measuring, 
do something 
with it.”
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MEASURING PROGRESS

ACT
 
INDIVIDUALS
• If you can, be an activist at your firm. Armed with the 

knowledge that employees with target identities may be 
better positioned to take this role if they have strong allies. 
Push for making real change and measuring that change.

• Be effective making the case. 
• Exert your autonomy
• Take stock of your own competence and have empath for 

others
 
MANAGERS
• Make data meaningful and actionable
• Be open to a different culture around sharing information
• Keep the process simple for employees 

FIRMS
• Measurement becomes meaningful when it aligns with 

strategic goals and links clearly to actions.
• To become a diverse, inclusive and equitable organization 

requires building a ‘measurable culture’ in which learning 
from data is a value and concrete data are collected and 
used to drive decisions, establish priorities, and modify 
activities and programs.

• Establish your baseline and don’t stop there
• Determine your firms baseline knowledge
• Track demographics data
• Getting at the reasons behind any lags
• Go beyond counting demographic numbers
• Use historical data
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• Do your best to ensure that you are hearing real answers, 
and listen without filtering

• Once you have listened and have evaluated your findings, 
choose only one or a few issues to address first

• Engage diverse leaders, managers, and employees at all 
levels in developing strategies and solutions

• Use equitable and sound data practices
• Be precise about the goals you are setting and who and 

what you are measuring
       o  Delve further to determine one or two root causes for 
the sense of exclusion and try out strategies that address 
those causes.
• Be clear about how data will be used
• Communicate your intent, goals and strategies often and 

throughout the organization
• Keep responses anonymous if possible
• Maintain confidentiality, especially if anonymity is not pos-

sible
• When analyzing data, disaggregate it
• Use interest groups to aggregate data and preserve privacy

PROFESSION
• Gaps remain in the profession of architecture. 
• Know who is keeping rack and what they are finding
• Inspire owner to follow the example of the public sector 

in seeking greater participation by women and minority 
owned business in the projects

• Include EDI standards among the criteria for awards and 
recognition 



• Intention and impact 

• Think beyond the numbers 

• Honest storytelling 

• Be welcoming regardless of statistics 

• The effectiveness of exit interviews 

• Check your assumptions

 
CONSIDER

MEASURING PROGRESS
CHAPTER 09
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