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Marginalized groups are 
excluded within the 
organization. Open 
enforcement of 
exclusionary status 
quos. 

Feel segregated and 
excluded. Suppress 
certain parts of own 
identity to fit into the 
mold. 

Deny oppression exists. 
Support change only 
when it benefits them 
each individually. 

Progress only occurs 
when it is forced, and 
the dominant group is 
served. 

Em
er

gi
ng

 
In

cl
us

io
n 

A limited number of 
marginalized group 
members who have 
"proper" perspectives 
and credentials are 
allowed.  

Pressured to adopt 
norms set by the 
dominant group, which 
are often difficult to 
learn and adapt to. 
Fearful to speak up. 

Admit marginalization 
exists, while resisting 
acceptance of personal 
benefit from it. Choose 
not to advocate in fear 
of being judged. 

Progress happens when 
it benefits dominant 
group members, either 
delivering positive 
results or avoiding 
negative outcomes. 
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The organization sees 
itself as “welcoming,” 
despite only a few 
marginalized group 
members holding 
valued positions. 

Encouraged to suppress 
identity and culture. 
Assigned roles based on 
identity rather than 
actual responsibility or 
experience. 

Recognize own privilege 
and the marginalization 
of others, although 
unsure of extent. 
Uncomfortable with 
change that impacts 
status quo. 
 

Progress is often 
symbolic and embraces 
commonality over 
difference. Occurs when 
it helps dominant group 
members feel good. 
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While past 
discriminatory norms 
are no longer 
appropriate, more 
inclusive ones are not 
quite in practice. 

Feel safe to openly 
express identity and 
culture. Inappropriately 
burdened to explain and 
teach about own culture 
to others.  

Aware of personal role 
in marginalizing others 
and take responsibility 
for the impact of own 
words and actions. 

Progress stalls from 
dominant group 
pushback and 
uneasiness, and then 
moves forward. 
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Individual differences 
are recognized as an 
advantage and actively 
sought out. 

Feel identity is 
welcomed and valued. 
Rewarded for pointing 
out obstacles keeping 
them from feeling 
included or valued. 

Actively advocate for 
policy changes and 
work to ensure valued 
participation and voice 
for members of all 
groups. 

Progress is reactive to 
marginalized group 
member experiences 
and ensures power 
sharing at all levels.  
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Unique and diverse 
cultures are valued, 
embraced, and woven 
throughout all aspects 
of the organization. 

Confirm all opinions and 
points of view are 
sought out, and all 
identity groups innately 
play a role in shaping 
the organization. 

Diversity, equity, and 
inclusion are naturally 
part of each action and 
conversation. Ensure 
clear lines of 
accountability. 

All groups and 
viewpoints contribute to 
the formation of culture, 
policies, and decision-
making 

 

The above chart is based on the previous stages and amazing work by M. Adams, L. Bell, D. Goodman and K. Joshi (Routledge 1997, 2007, 2016); E. Holvino (Chaos 
Management, Ltd 2008); F. Miller & J. Katz (Kaleel Jamison Consulting Group 1991, 1995, 2007); B. Jackson & R. Hardiman (NTL Institute 1994). We stand on your shoulders. 


