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Our dedication is two-fold. First, we dedicate this for those of whom we speak.
Second, we dedicate this book to our teachers and mentors who provided us guidance
and support. Through their legacies we have learned much, taught many, and
conducted research that has contributed to the body of knowledge and, perhaps most
importantly, sought to speak up and advocate for a diverse and inclusive world.
We are most grateful. Thank you.
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Introduction
Diversity and Inclusion in Recreation, Leisure,
and Tourism Organizations

“

e have learned to say that the good must be e tended to all of society
before it can be held secure by any one person or any one class.
But we have not yet learned to add to that statement, that unless all
people and all classes contribute to a good,
we cannot even be sure that it is worth having.

”

—Jane Addams (1907/1964, p. 220)

Jane Addams, a founder of Hull House and the modern recreation
movement, was also the co winner of the 1 31 Nobel Peace Prize for her work
with the Women’s International League for Peace and reedom. Addams
was a passionate advocate for children, immigrants, people with disabilities,
people who were poor and others who, by virtue of some aspect of their
identity or the circumstances to which they were born, found themselves
on the margins of society. Raised in a wealthy family and well educated, she
recognized, early on, the privilege and power that she possessed and used it
to create opportunities for people seeking a better life in the United States
at the end of the 1 th and beginning of the 20th centuries.
As you pick up this book, you might be saying to yourself, “It’s the 21st
FHQWXU\²YRWHUV LQ WKH 8QLWHG 6WDWHV HOHFWHG WKH ¿UVW $IULFDQ$PHULFDQ
president in 2008 in many U.S. states, the ma ority of residents are of

2

Diversity and Inclusion in the Recreation Profession: Organizational Perspectives

Hispanic origin; same-sex marriage is now legal in all 50 U.S. states; across
the Western world, women are increasingly in leadership positions… so why
do we still need to read and learn about issues of diversity and inclusion?”
We need this book because we continue to face and be challenged by racism,
sexism, heterosexism and homophobia, ageism, discrimination, and
exclusion based on class and disability.
At the heart of all discussions about perspectives on diversity and
inclusion are issues of power and privilege. In thinking about recreation,
parks, tourism, and leisure-based organizations, there are a variety of power
and privilege questions to consider. For example, as you look around the
community in which you live and work, whom do you see participating in
programs and how does that compare to the organizational employees and
leaders who allocate resources and have the power to make critical decisions?
Do an agency’s mission statement and strategic plan explicitly articulate a
desire to actively seek out and serve constituents from underserved and
underrepresented
populations?
Do
SURJUDP JRDOV DQG REMHFWLYHV UHÀHFW
… to what extent
values that are steeped in shared ideas of
does your agency
diversity and inclusion? In other words,
to what extent does your agency include
include “diversity”
“diversity” and “inclusion” as components
and “inclusion” as
of its identity (Cole & Salimath, 2013)?
components of
And, for that matter, does everyone know
its identity?
and agree on what actually constitutes
diversity and inclusion?
Clearly, these questions demonstrate that power and privilege are
complex as are the ways in which they permeate our work lives. Do you
know how much privilege and/or power you have? Typically, if you have
privilege, you may not necessarily be thinking about people who do not have
it, and this is precisely “why” this book exists and “why” we hope that as you
UHDGLW\RXZLOOEHJLQWRWKLQNGL̆HUHQWO\DERXWGLYHUVLW\DQGLQFOXVLRQ
,QDGGLWLRQWRSRZHUDQGSULYLOHJHOHJDOPDQGDWHVDOVRLQÀXHQFHLVVXHV
related to diversity and inclusion. In fact, several laws have been passed
to prohibit discrimination, most notably the Civil Rights Act of 1964,
which includes numerous Title protections: Title VI protects people from
discrimination based on race, color, or national origin at institutions that
UHFHLYHIHGHUDO¿QDQFLDODVVLVWDQFHDQG7LWOH9,,SURKLELWVGLVFULPLQDWLRQ
by employers on the basis of race, color, religion, sex, or national origin. In
addition, Title IX of the Educational Amendments Act of 1972 prohibits sex
discrimination in educational institutions; and the Older Americans Act of
1965 protects people from discrimination based on age. In 2015, the 25th
anniversary of the Americans with Disabilities Act was celebrated, which
prohibits discrimination against people with disabilities in employment,
transportation, public accommodation, communications, and governmental
activities.
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Despite all of these laws
and regulations, people, by
virtue of their race, gender,
economic status, sexual
identity, and so forth, continue to be discriminated
against and face intentional and unintentional exclusion. These laws are critically important, but changes in
cultural and workplace attitudes cannot be legislated.
That type of change is more
challenging to make. oreover, as Wheeler (2014) asserted, progress in inclusion has been hampered due to its complexity, competing issues, lack of
credence, and untapped resources.
7KH UHFUHDWLRQ WRXULVP DQG QRWIRUSUR¿W SURIHVVLRQV E\ WKHLU YHU\
nature, serve individuals from extraordinarily rich and diverse backgrounds.
For example, public recreation agencies have direct contact with highly
diverse communities through a host of programs provided by municipal/
FRPPXQLW\ SDUNV DQG UHFUHDWLRQ FLW\ DQG VWDWH ṘFHV RI WRXULVP DFWLYH
generation centers, and state and county parks. 1RWIRUSUR¿W DJHQFLHV
such as hospitals, youth agencies (e.g., oys & irls Clubs,
CAs, WCAs,
and irl and oy Scouts), outdoor recreation agencies, and other youth and
adult programs serve individuals from all communities across the United
States and world. Finally,SULYDWHFRUSRUDWH organizations, such as travel
agencies, hotels, resorts, and theme parks, serve millions of national and
international constituents annually. Individuals from all walks of life seek
out recreation and tourism programs in search of meaningful, en oyable,
and life-enhancing experiences. et, they come to those programs with a
KRVWRIGL̆HUHQWH[SHULHQFHVEDFNJURXQGVDQGZRUOGYLHZV
Despite the laws and regulations prohibiting discrimination and rhetoric
about inclusion, our clients face intentional and unintentional exclusion.
Cultural and workplace attitudes cannot be legislated but rather require
organizational attention. In 2000 and again in 200 , Allison asserted
that ensuring diversity in human services agencies was perhaps one of the
greatest challenges that we face going into the 21st century: this remains
the case. Diversity provides the conceptual framework for thinking about
how individuals with varying markers of identity interact with one another
in organizations and how the dynamic of diversity operates at both micro
(organizational) and macro (societal) levels. Inclusion refers to the actual
practice of removing barriers and creating opportunities for full participation
in an organization. As management and diversity consultant Andr s Tapia
reminds us: “Diversity is the mix. Inclusion is making the mix work” (2009,
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S ,QWKHQH[WWZRVHFWLRQVZHZLOOORRNDWGH¿QLWLRQVRIGLYHUVLW\DQG
LQFOXVLRQDQGWKHQVWUDWHJLHVIRUKRZRUJDQL]DWLRQVFDQDSSURDFKGLYHUVLW\
and inclusion.

Key Concepts
6LQFH WKH ¿UVW HGLWLRQ RI WKLV ERRN ZDV SXEOLVKHG DQ HQWLUH GLYHUVLW\
WUDLQLQJLQGXVWU\KDVHPHUJHG$FFRUGLQJWR5REHUVRQ  ³PRUHWKDQ
RI)RUWXQHFRPSDQLHVKDYHLQVWLWXWHGGLYHUVLW\LQLWLDWLYHV>DQG@
WKHPDQDJHPHQWRIGLYHUVLW\KDVEHFRPHDQLPSRUWDQWEXVLQHVVLPSHUDWLYH´
S <HWWKHUHLVDQHHGWRDFNQRZOHGJHWKDWGL̆HUHQFHVH[LVWZLWKRXW
UHLQIRUFLQJ WKHP DQG DW WKH VDPH WLPH VKLQH D OLJKW RQ KRZ DVSHFWV RI
LGHQWLW\DUHXVHGWRFDWHJRUL]HXVVHSDUDWHXVDQGFUHDWHGL̆HUHQFHVURRWHG
LQSRZHUDQGSULYLOHJH
$V D WHUP i
i  WHFKQLFDOO\ UHIHUV WR YDULHW\ GL̆HUHQFH RU
PXOWLSOLFLW\ /RGHQ   QRWHV WKDW ZRUNSODFH GLYHUVLW\ ³LQFOXGHV WKRVH
LPSRUWDQW KXPDQ FKDUDFWHULVWLFV WKDW LPSDFW LQGLYLGXDOV¶ YDOXHV
RSSRUWXQLWLHVDQGSHUFHSWLRQVRIVHOIDQGRWKHUVDWZRUN´ S 'LYHUVLW\
FRQVLVWVRIFRUHDQGVHFRQGDU\GLPHQVLRQV&RUHGLPHQVLRQVLQFOXGHDJH
JHQGHUPHQWDOSK\VLFDODELOLW\UDFHHWKQLFLW\VH[XDOLGHQWLW\DQGVRFLDO
FODVV&RUHGLPHQVLRQVVHUYHDVSRZHUIXOUHÀHFWLRQVRIRXULGHQWLW\DQGKDYH
SRWHQW FRQVHTXHQFHV IRU KRZ ZH DUH VRFLDOL]HG DV WKH\ LQÀXHQFH KRZ ZH
thLQN RI RXUVHOYHV DQG KRZ RWKHUV UHVSRQG WR XV 2IWHQ WKRXJK ZH DUH
XQDZDUH RI KRZ WKHVH GLPHQVLRQV
We have multiple
LQÀXHQFH RXU DVVXPSWLRQV H[SHFWDWLRQV
DQG RSSRUWXQLWLHV )RU H[DPSOH IURP
core identities
ELUWKRXUJHQGHUKDVDVWURQJLQÀXHQFHRQ
that influence our
RXUVHQVHRIVHOIDQGKRZRWKHUVWUHDWXV
experience.
$OZD\VSUHVHQWWKHLQÀXHQFHRIJHQGHULV
VRPHWLPHV VXEWOH DQG RWKHU WLPHV TXLWH
REYLRXV
,Q DGGLWLRQ ZH KDYH PXOWLSOH FRUH LGHQWLWLHV WKDW LQÀXHQFH RXU
H[SHULHQFH 7KXV D \HDUROG +LVSDQLF ZRPDQ D \HDUROG $IULFDQ
$PHULFDQPDQZLWKYLVXDOLPSDLUPHQWDQGDQ\HDUROG$VLDQ$PHULFDQ
ZRPDQ HDFK KDYH PXOWLSOH FRUH LGHQWLWLHV HJ JHQGHU JHQGHU LGHQWLW\
HWKQLFLW\VH[XDOLGHQWLW\ WKDWLQÀXHQFHKRZWKH\DUHWUHDWHGE\RWKHUVDQG
KRZWKH\OLYHRXWWKHLUGDLO\OLYHV7KHVHFRQGDU\GLPHQVLRQVRIGLYHUVLW\
LQFOXGH FRPPXQLFDWLRQ VW\OH UHOLJLRQ JHRJUDSKLFDO ORFDWLRQ DQG ZRUN
H[SHULHQFH7KHVHGLPHQVLRQVLQWHUDFWZLWKRQH¶VFRUHGLPHQVLRQVEXWDUH
PRUH PXWDEOH DQG YDULDEOH RYHU WKH OLIH VSDQ 6LQFH WKH\ FDQ EH FKDQJHG
DQGPRGL¿HGWKHUHLVDOHYHORIFKRLFHDQGFRQWURORYHUWKHVHGLPHQVLRQV
)RUH[DPSOHFROOHJHVWXGHQWVKDYHDZRUNLGHQWLW\GL̆HUHQWIURPWKHRQH
WKH\ZLOOKDYHDVVHDVRQHGZRUNLQJSURIHVVLRQDOV
&RUH GLPHQVLRQV DUH FULWLFDO WR XQGHUVWDQGLQJ GLYHUVLW\ 7KURXJKRXW
WKLV ERRN DXWKRUV WDON DERXW KRZ WKHVH FRUH GLPHQVLRQV DUH PDUNHUV RI

1 • Introduction

5

identity that intersect and overlap with one another. Thus, when we think
about the leisure needs of an individual, we might need to attend to how
various markers of identity intersect gender identity, racial identity, social
FODVVDELOLW\DQGVRIRUWK+LVWRULFDODQGVFLHQWL¿FHYLGHQFHLQGLFDWHVWKHVH
dimensions are often intertwined with issues of pre udice, power, and
discrimination.
re udice refers to negative attitudes or emotions that individuals hold
toward certain groups (Cox, 1994; ettigrew & artin, 19 9). Discrimination
is the negative or un ust
of individuals/groups because of
their identity; it is the b
i
l manifestation of pre udice. One of the
FRQVHTXHQFHVRISUHMXGLFHDQGGLVFULPLQDWLRQLVGL̆HUHQWLDODFFHVVWRSRZHU
those in the ma ority often have privileges, opportunities, control, and life
chances not available to others. For example, people who are able-bodied
generally have more access to recreational and travel opportunities than
people with disabilities. Imagine the complexity of trying to travel by plane
if you are in a wheelchair or blind. Similarly, people who live in poverty do
not have the same range of recreational opportunities as those who live in
the middle and upper classes. Some of us never experienced golf, tennis, or
downhill skiing until we were much older because these opportunities were
not available except in schools and parks programs. oreover, research
continues to indicate that people of color continue to experience ongoing
discrimination in housing, obs, health care, and recreational opportunities.
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7KHVH SRZHUGL̆HUHQFH H[DPSOHV
are
based on some sense of hierarchy
From the time we
and worth, an idea discussed in Rose’s
were young, we were
chapter on Class and Leisure. Despite the
given many verbal and
common notion that “we are all ust people
nonverbal messages,
and should treat each other the same,”
some conflicting, about the reality is that systematic patterns of
how to deal with people ine uitable treatment and discrimination
different from ourselves. continue today, even in well meaning
organizations. Henderson’s chapter on
gender e amines the distinctions between
e uity and e uality and helps us to better understand how power operates
RQ VR PDQ\ GL̆HUHQW OHYHOV 3HRSOH RI GL̆HUHQFH KDYH EHHQ VKRZQ WR EH
e cluded, often unknowingly, from opportunities available to the ma ority
of the population. This book e plores places where in ustice and ine uitable
WUHDWPHQW H[LVW DQG R̆HUV VXJJHVWLRQV DQG VWUDWHJLHV WR HUDGLFDWH VXFK
behavior.
'LVFXVVLRQVRIGLYHUVLW\FDQEHGL̇FXOWSDUWLFXODUO\IRUQRQ0LOOHQQLDOV
Often, it is uncomfortable to talk about issues of race ethnicity, gender,
se ual identity, social class, age, and physical ability. Many individuals
VXJJHVWWKH\DUH³FRORUEOLQG´RUWKDWWKHVHIDFWRUVGRQRWLQÀXHQFHEHKDYLRU
toward others, but the reality is that sometimes, even unconsciously, race
ethnicity, gender, se ual identity, social class, age, and physical ability do
LQÀXHQFH KRZ ZH WUHDW RWKHUV ,Q GLVFXVVLRQV DERXW GLYHUVLW\ UHIHUHQFHV
to events and actions of the past often make people feel uncomfortable or
defensive. Students in diversity classes have said, “Why are we talking about
the past, things like slavery or Jim Crow? That happened before I was even
born. What’s that got to do with me?” Something to remember is that these
authors are not “blaming” you individually. Rather, they are commenting
on institutions of the past and the legacies of those institutions that have
SULPDULO\ EHQH¿WHG ZKLWH SHRSOH ZKLOH DW WKH VDPH WLPH GLVDGYDQWDJLQJ
people of color in this country.
rom the time we were young, we were given many verbal and nonverbal
PHVVDJHVVRPHFRQÀLFWLQJDERXWKRZWRGHDOZLWKSHRSOHGL̆HUHQWIURP
ourselves. These messages came from a variety of sources including family,
friends, teachers, coaches, clergy, books, movies, and television. Some chil
dren received messages that “it is rude to stare,” some received cues that one
should not talk to “those” people, some were “taught” respect for all, and
RWKHUVZHUH³WDXJKW´GLVGDLQ7KHVHYHU\FRPSOH[PHVVDJHVRIWHQGL̆HUHG
across and between groups. or e ample, when you were an 8 year old white
male, perhaps it was okay to play on a Little League team with African Amer
ican kids, but soon after you discovered it was not okay to date a young Afri
can American woman. You were very close to your uncle and loved to go out
and play ball with him, but you were continually confused when you heard
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other family members
laugh at him behind
his back and call him
“gay.” Depending on
which messages children internalized, the
stereotypes and labels
became the foundation
for adult attitudes and
behaviors.
The political potency and controversy surrounding diversity and
LQFOXVLRQ LQ¿OWUDWH WKH
workplace and make
appropriate and meaningful responses to diYHUVLW\ GL̇FXOW 7KH
frustration and discomfort with diversity itself can create workplace barriers
VXFKDVUHVHQWPHQWDQGQRQUHVSRQVLYHQHVVWRZDUGSHRSOHRIGL̆HUHQFH,QGLYLGXDOVZKRDUHWKRXJKWWREHQH¿WIURPGLYHUVLW\SURJUDPVDUHIUHTXHQWO\
stereotyped as less competent; this leads to increased resentment at all levHOV,QVWHDGRIPXWXDODQGPHDQLQJIXOGLDORJXHDERXWVXEVWDQWLYHGLYHUVLW\UHODWHGLVVXHVSHRSOHEHFRPHXQHDV\FRPPXQLFDWLRQEHFRPHVGL̇FXOW
and results in silence, sound-bite statements, or backroom commentary.
erhaps one of the key reasons that individuals become angry and
defensive about issues surrounding diversity is that they feel they are
SHUVRQDOO\ EODPHG IRU VXFK SUREOHPV 7KLV SHUFHSWLRQ UHÀHFWV D IDLOXUH
to understand and distinguish between the p
l, i
p
l, and
i i
l levels at which such processes occur ( endall, 1995) and the
macro and micro contributors to inclusion (Winters, 2012). The personal
level refers to our attitudes, pre udices, and biases toward all dimensions of
life, including people of color, individuals with disabilities, gays/lesbians,
WKHSRRURUWKHHOGHUO\7KLVSHUVRQDOOHYHOLVWKHµPLFUR¶SDUWRIWKHHTXDWLRQ
and includes our cultural competence and emotional intelligence (Winters,
2014). Sometimes we are aware of these attitudes and biases, but they may
also be unconscious. With regard to people of color, Dovidio and aertner
 GH¿QHWKLVDVDYHUVLYHUDFLVP
,QFRQWUDVWWRµROGIDVKLRQHG¶UDFLVPZKLFKLVH[SUHVVHGGLUHFWO\DQG
openly, aversive racism represents a subtle, often unintentional, form
of bias that characterizes many white Americans who possess strong
egalitarian values and who believe that they are non-pre udiced...the
QHJDWLYHIHHOLQJVGRQRWUHÀHFWRSHQKRVWLOLW\RUKDWH,QVWHDGWKHLU
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reactions involve discomfort, uneasiness, disgust, and sometimes
fear p. 3 .
We would suggest that this same unconscious process may occur among
many well meaning people who feel discomfort toward other groups as
well e.g., individuals with disabilities, gays lesbians . Thus, an individual
may knowingly or unknowingly harbor negative feelings or stereotypes
WKDWGHVSLWHWKHEHVWRILQWHQWLRQVPD\EHGL̇FXOWWRLGHQWLI\DQGFKDQJH
Personal introspection, ongoing diversity training education, and seeking
RSSRUWXQLWLHVWRZRUNZLWKSHRSOHRIGL̆HUHQFHDUHLPSRUWDQWVWUDWHJLHVWR
pursue because they may help us better understand our own attitudes.
The interpersonal level refers to the nature of interaction between
individuals. or our purposes, we are particularly concerned about how
RQH¶V SHUVRQDO SUHMXGLFHV FDQ VSLOO RYHU LQWR WKH ZRUNSODFH DQG LQÀXHQFH
interactions e.g., communication, working relationships, level of respect
EHWZHHQ FRZRUNHUV PDQDJHPHQW DQG VWD̆ DQG SURJUDP FRQVWLWXHQWV
Although individuals would like to believe that they leave their personal
DWWLWXGHVRXWRIWKHLULQWHUDFWLRQVZLWKSHRSOHRIGL̆HUHQFH.HQGDOO  
VXJJHVWVWKLVLVYHU\GL̇FXOWWRGR)RUH[DPSOHLIDUHFUHDWLRQHPSOR\HH
has a pre udice toward gays and lesbians, or if that same individual
unconsciously undervalues the work contributions of women or individuals
ZLWKGLVDELOLWLHVWKRVHDWWLWXGHVZLOOLQÀXHQFHZRUNUHODWHGEHKDYLRUVDQG
uality of service to constituents e.g., hiring, promotion, uality of collegial
LQWHUDFWLRQV SURJUDP R̆HULQJV W\SHV RI FRPPXQLFDWLRQ OHYHO RI UHVSHFW
demonstrated .
The third dimension is the organizational level or the “environment in
which we work the people, the formal and informal rules, the levels and
IXQFWLRQVWKHZD\GHFLVLRQVDUHPDGHWKHZD\VSHRSOHDUHKLUHGDQG¿UHG
It is the big picture’ the organizational conte t into which everything
goes” endall, 1 5, p. 0 . This “macro”
One of the most difficult level includes the culture and systems of
issues many individuals an organization Winters, 2014 . Within
this larger organizational level, we ana
wrestle with is the
lyze institutional dimensions of pre udice
sense that they are
and discrimination that often result from
personally blamed for
historical and systemic factors within the
organization that lead to ine uities. Insti
the existent inequity
and discrimination; they tutional discrimination is not simply the
accumulation of individual acts of pre u
respond defensively.
dice and discrimination that individuals
bring to the workplace, although such be
havior allows institutional discrimination to persist. Instead, institution
al bias and discrimination refer to the systemic barriers, such as policies,
practices, procedures, rules, regulations, hiring promotion patterns, and
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program delivery practices that may knowingly, or often unknowingly, fos
ter systematic e clusion or ine uitable treatment against underrepresent
ed groups James, 1 6 Pettigrew Martin, 1 8 Prasad Mills, 1 7
Thomas, 1 5 .
As a result of our colonial history, most American businesses and
institutions have been shaped primarily by the values and e periences
of Western European white men. These founding fathers’ were
responsible for institutionalizing many of the norms, e pectations...
WKDW DUH WKH VWX̆ RI FRQWHPSRUDU\ RUJDQL]DWLRQDO FXOWXUHV 2QH
ma or conse uence of these historical events has been the continual
XQGHUYDOXLQJ RI RWKHUV ZLWK FRUH LGHQWLWLHV GL̆HUHQW IURP WKRVH RI
European, white, heterose ual, physically able bodied men Loden
Rosener 1 1, p. 28 .
Nielsen and Huang 200 note that apart from the failure to clearly
GH¿QH WKH WHUP GLVFXVVLRQV DERXW GLYHUVLW\ ZLWKLQ RUJDQL]DWLRQV DUH DOVR
a challenge because “bureaucracies create organizational cultures, which
over time establish hierarchies of power, value and recognition a status
TXR 7R WKRVH ZKR GHVLJQ DQG EHQH¿W IURP WKH VWDWXV TXR WKH V\VWHP
VHHPVUDWLRQDODQGPHULWRFUDWLF7RWKRVHZKR¿QGWKHPVHOYHVRXWVLGHWKH
mainstream or at odds with it, the organizational culture can seem e clusive,
alienating, shunning, and even punitive” p. 4 . While organizations
attempt to diversify their workforce by creating policies and trainings and
strategies for maintaining diversity, the irony is that the very nature of most
RUJDQL]DWLRQVLVFRXQWHULQWXLWLYHWRWKLVZRUN7KXVQRWRQO\LVLWGL̇FXOW
to consider issues of diversity because of issues of power and privilege that
emerge, but also because the very organizations in which we seek to work
DUH WKHPVHOYHV VWUXFWXUHG LQ D ZD\ WKDW UHSURGXFHV ³GL̆HUHQFHV´ DPRQJ
and between people and, unwittingly, creates insiders and outsiders.
2QHRIWKHPRVWGL̇FXOWLVVXHVPDQ\LQGLYLGXDOVZUHVWOHZLWKLVWKHVHQVH
that they are personally blamed for the e istent ine uity and discrimination
they respond defensively. This response fails to account for the fact
that, despite the persistence of discriminatory behavior, there are many
individuals who actively work to eradicate ine uity. Also, this response fails
to acknowledge the comple ity of evolving institutional problems. Many of
these problems may be so deep seated that they have become the taken for
JUDQWHG³VWX̆´LQRXUDJHQFLHVDQGSURJUDPV7KHVHSUREOHPVDUHSDUWRID
very comple organizational fabric that results not only from the history of
the organization, but also from the historical perspectives of organizational
OHDGHUVKLS WKH XQTXHVWLRQLQJ DFFHSWDQFH E\ PDQDJHPHQW DQG VWD̆ RI
agency policies and programs i.e., that’s the way we’ve always done it ,
the societal norms, and e pectations of the time. Many agencies may not
even be aware that their program is fostering ine uity. This comple ity
RILQVWLWXWLRQDOELDVDQGGLVFULPLQDWLRQPDNHVLWGL̇FXOWWRUHFRJQL]HDQG
change.
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Recreation organizations, like other human service agencies, can
UHVSRQGWRGLYHUVLW\H̆RUWVLQDPXOWLWXGHRIZD\V0LQRUV  GHYHORSHG
a si stage model that illustrates potential organizational responses to
diversity Table 1.1 . Any organization, including recreation organizations,
can be characterized along a continuum from discriminatory e clusionary
through anti discriminatory and inclusionary. Roberson 2006 suggested
“inclusion focuses on the removal of obstacles to the full participation and
contribution of employees in organizations” p. 217 , whereas Nielsen and
Huang 200 asserted that “inclusion is the intentional act on the part
RIGLYHUVHPHPEHUVRIDQRUJDQL]DWLRQWRPDNHWKLVGL̆HUHQFHDSDUWRIWKH
JURXS¶VVWDWXVTXRRIH̆HFWLYHQHVV´ S :LQWHUV  FRPPHQWHGWKDW
“the most salient distinction between diversity and inclusion is that diversity
can be mandated and legislated, while inclusion stems from voluntary
actions” p. 206 .
Table 1.1
Organizational Responses to Diversity Adapted from Minors,
Discriminatory

monocultural
promotes dominance
within organization
within society
racist
H[FOXGHVGL̆HUHQFHV

Stage:

Nondiscriminatory

Antidiscriminatory

nonracist
GHQLHVGL̆HUHQFHV

multicultural
promotes diversity
within organization
within society
antiracist
LQFOXGHVGL̆HUHQFHV

ignores dominance

E cluding
Organization

Passive
Club

Token
Acceptance

Symbolic
E uity

Substantial
E uity

Including
Organization

1

2

3

4

5

6

Discriminatory organizations are those that promote traditional
SRZHUKLHUDUFKLHVSURPRWHGRPLQDQFHH[FOXGHSHRSOHRIGL̆HUHQFHDQG
SHUKDSV HYHQ GLVGDLQ GL̆HUHQFH 7KHVH W\SHV RI DJHQFLHV FKDUDFWHUL]HG
DV 7KH ([FOXGLQJ 2UJDQL]DWLRQV PDNH QR H̆RUW WR UHDFK RXW WR GLYHUVH
FOLHQWHOH7KHPDQDJHPHQWVWD̆PD\EHFRPSRVHGSUHGRPLQDQWO\RIZKLWH
PDOHV ZLWK IHZ PHDQLQJIXO RSSRUWXQLWLHV IRU SHRSOH RI GL̆HUHQFH 7KH
3DVVLYH&OXELVVLPLODULQSKLORVRSK\H[FHSWWKDWLISHRSOHRIGL̆HUHQFHDUH
brought into the organization, they are e pected to conform and blend into
the organizational culture. These types of agencies often respond to legal
mandates that meet the letter, but not the spirit, of anti discrimination
laws. We would hope and e pect that in today’s recreation agencies, very
few, if any, such organizations e ist.
5HFUHDWLRQ WRXULVP DQG QRQSUR¿W DJHQFLHV LQ WKH PLGGOH JURXQG DUH
termed nondiscriminatory organizations. Such agencies recognize and
WROHUDWH GLYHUVLW\ EXW RIWHQ GHQ\ RU LJQRUH WKH SRZHU GL̆HUHQFHV EHWZHHQ
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groups. Agencies in the Token Acceptance stage may actually begin to
design policies that provide greater access to diverse constituents and
employees, but not programs. In the Symbolic E uity stage, recreation
agencies commit to eliminating discrimination and e clusionary behavior
E\WDNLQJDFWLYHVWHSVWRKLUHDQGSURPRWHSHRSOHRIGL̆HUHQFHEXWWKHUHLV
only token selective hiring in targeted or specialized positions e.g., director
RIḊUPDWLYHDFWLRQ 6XFKDJHQFLHVFUHDWHVSHFLDOSURJUDPV HJGLYHUVLW\
training seminars, special event activities, and leadership programs to
LQWHJUDWH SHRSOH RI GL̆HUHQFH LQWR WKH H[LVWLQJ RUJDQL]DWLRQDO VWUXFWXUH
EXW WKHUH DUH IHZ VXEVWDQWLYH DWWHPSWV WR LQWHJUDWH SHRSOH RI GL̆HUHQFH
into the organizational fabric of the agency program. Inclusiveness in
Stages 3 and 4 is predominantly philosophical and symbolic rather than
substantive. Nishii and Rich 2014 note that “espoused practices do not
necessarily translate into actual practices” p. 338 . Minors 1 6 suggests
that most organizations agencies today are in these middle or early stages
of development.
7KH ¿QDO SRLQW RQ WKH FRQWLQXXP GHVFULEHV anti discriminatory
organizations. These organizations promote diversity, do not tolerate
discrimination of any kind, are truly multicultural in policy and practice,
actively seek inclusion, and work constantly to eradicate e clusionary
behavior. Recreation organizations that reach the Substantial E uity stage
are characterized by a responsive structure that begins to integrate diversity
into organizational life. Diversity initiatives are carefully integrated into the
mission statement and strategic plans. urther, all constituents, including
SHRSOHRIGL̆HUHQFHDUHLQWHJUDWHGLQH̆RUWVWRUHGH¿QHWKHRUJDQL]DWLRQ¶V
mission, scope, and service delivery strategies. Some organizations at this
stage come to rely less on hierarchical power relations and decide that
their “implicit assumptions of power over’ rather than power with’ are
no longer appropriate” Minors, 1 6, p. 203 . Such agencies also have
ongoing evaluative procedures to ensure that e uitable programs and
employment opportunities e ist at all organizational levels Hubbard,
 $JHQFLHVWKDWDUH,QFOXGLQJ2UJDQL]DWLRQVUHÀHFWLQFOXVLYHQHVVDWDOO
OHYHOVRIRUJDQL]DWLRQDOOLIH6WUXFWXUHVH[LVWWRLQWHJUDWHFRPPXQLW\VWD̆
volunteers, and leadership into a seamless web of activity and hierarchical
UHODWLRQV EHFRPH WUDQVSDUHQW WR RUJDQL]DWLRQDO H̆HFWLYHQHVV :KHUHDV
the agencies in the Substantial E uity stage represent organizations
in transition, Including Organizations are “e uitable, responsive, and
accessible at all levels” Minors, p. 204 . Such “culturally competent”
organizations are beacons of good government Norman Ma or Gooden,
2012 and represent a strong business case Thomas, 1 0 .
Minors’ 1 6 model suggests that the dynamics of e clusion are often
subtle and powerful. Organizational behavior that might be observed in
each stage varies and includes body language, communication patterns,
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hiring practices, ob assignments, power relations, and attitudes see
Table 1.2 . Agencies can respond in a variety of ways to diversity, but those
FRPPLWWHGWRWKHSURFHVVFDQFUHDWHLGHQWL¿DEOHPDUNHUVWRUHÀHFWLQFOXVLYH
policies and practices. The challenge for any organization is to insure that it
continually moves toward greater inclusion. This re uires constant vigilance
and monitoring of the organizational diversity goals and achievements.
Table 1.2
Levels of Organizational Inclusion
Stage 1: The Excluding Organization
0DQDJHPHQWVWD̆DQGYROXQWHHUVUHSUHVHQWWKHGRPLQDQWJURXSRQO\
Program serves only the dominant groups diversity in community and potential
constituents
E clusionary behaviors and practices are covert
/DFNRIÀH[LELOLW\LQOHLVXUHVHUYLFHGHOLYHU\QRQUHVSRQVLYHWRGLYHUVHFOLHQWHOH
2VWUDFL]HVVWD̆DQGFRQVWLWXHQWVZKRWU\WRFKDQJHWKHVWDWXVTXR
Stage 2: The Passive Club
3ROLFLHVSURFHGXUHVDQGSUDFWLFHVUHÀHFWGRPLQDQWYDOXHV\VWHP
Encourages employees to blend into the status uo “this is way things have always
been done”
Diversity hires receive little support and do not participate in organizational
decision making
Stage 3: Token Acceptance
Many diversity hires at the bottom of the organization
Despite antidiscriminatory posturing, e clusionary behavior persists in hiring,
promotion, and service to constituents
,QWHQVHGLVFXVVLRQRQKLULQJ³RQO\TXDOL¿HGPLQRULWLHV´ZKLOHODFNRITXDOL¿FDWLRQV
of established employees managers ignored
,QFUHDVHGH̆RUWDW³PXOWLFXOWXUDOLVP´EXWOLWWOHFKDQJHLQVHUYLFHGHOLYHU\
+LUH³SHRSOHRIGL̆HUHQFH´DVIURQWOLQHZRUNHUVWRLQWHUDFWZLWKWKHPDUJLQDOL]HG
groups
Stage 4: Symbolic Equity
Change in symbols not substance
Espouse e uity but ignore institutional barriers inhibiting open access
$FWLYHO\KLUH³SHRSOHRIGL̆HUHQFH´EXWH[SHFWHGWRFRQIRUPWRVWDWXVTXR
Want to be responsive to needs of diverse clientele, not substantive change in
power relations
Diversity training evident and supported by the organization
Stage 5: Substantial Equity
le ible and responsive structure
³3HRSOHRIGL̆HUHQFH´LQWHJUDOWRVKDSLQJUHVKDSLQJRIRUJDQL]DWLRQDOJRDOV
Regular evaluation of organization to ensure responsiveness to diversity
Diverse teams work together at all levels of the organization
Stage 6: The Including Organization
5HÀHFWVFRQWULEXWLRQVDQGLQWHUHVWVRIYDULRXVJURXSVLQPLVVLRQDQGRSHUDWLRQ
,QSXWDQGHPSRZHUPHQWLVHYLGHQWERXQGDULHVEHWZHHQPDQDJHPHQWVWD̆DQG
clients essentially disappear or take on new e pansive dimensions
The organization is e uitable, responsive, and accessible at all levels
Ongoing assessment of success failures with input from diverse constituents
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Levels of Organizational Inclusion
$OORIWKHVHGH¿QLWLRQVRIGLYHUVLW\IRFXVRQDVSHFWVRI³GL̆HUHQFH´DQG
WKH IDFW RI GL̆HUHQFH 7KH IDFW RI GL̆HUHQFH LV QRW WKH SUREOHP UDWKHU LW
LVKRZGL̆HUHQFHPDQLIHVWVLWVHOILQWHUPVRIGLVSDUDWHDQGGLVFULPLQDWRU\
SUDFWLFHV ,I GLYHUVLW\ LV DERXW XQGHUVWDQGLQJ ³GL̆HUHQFHV´ DPRQJ DQG
between people and about understanding how past systems can reinforce
SRZHU DQG SULYLOHJH DPRQJ WKH VWDWXV TXR DQG LI WKHVH GL̆HUHQFHV DUH
maintained in a hierarchical system, then what does inclusion look like and
how does that work within organizations? This book e plores ideas and
documents good practices for inclusion. Roberson 2006 wrote, “diversity
focuses on organizational demography, whereas inclusion focuses on the
removal of obstacles to the full participation and contribution of employees in
organizations” p. 217 . Nielsen and Huang 200 also assert that “inclusion
is the intentional act on the part of diverse members of an organization to
PDNHWKLVGL̆HUHQFHDSDUWRIWKHJURXS¶VVWDWXVTXRRIH̆HFWLYHQHVV´ S 
2UJDQL]DWLRQDO FKDQJH LV VORZ DQG GL̇FXOW DQG UHTXLUHV DQ HYHU
present commitment at all levels of the organization from front line
workers through the top level management Argyris, 1 3 Hubbard, 2004
ennedy, 1 88 Schein, 1 6 Senge, 1 6 Winters, 2014 . But the role of
the leadership is essential in setting the appropriate spirit and direction for
diversity initiatives. The reality is that changing the organizational culture
LVSUREDEO\RQHRIWKHPRVWGL̇FXOWFKDOOHQJHVDOHDGHUFRXOGIDFH7KHUHZLOO
be e citement about the possibilities, but there may also be fear, anger, and
resistance. There are many things that we, as individuals and professionals,
FDQGRRQDGDLO\EDVLVWRVXSSRUWGLYHUVLW\DQGLQFOXVLRQH̆RUWVLQRXUZRUN
and play. This book invites you to think about the diversity and inclusion
process as a ourney that begins with single individual steps. The contributors
to this book oin the ourney and help
identify opportunities and challenges that
There are many things
we face along the way, both individually
that we, as individuals
and as recreation, parks and tourism
professionals.
and professionals, can

The Book’s Organization

do on a daily basis to
support diversity and
inclusion efforts in our
work and play.

We are e cited to share the voices of
academics, agency professionals, and
leaders whose work and e pertise focuses
on issues and challenges of diversity and
inclusion. This book provides avenues for
DFDGHPLF SURIHVVLRQDOV WR GHVFULEH WKH PRVW VDOLHQW VFLHQWL¿F LVVXHV DQG
¿QGLQJVUHODWHGWRRUJDQL]DWLRQDOGLYHUVLW\DQGLQFOXVLRQDQGGLVFXVVLPSOL
cations for practice and program management. Similarly, seasoned agency
professionals who have worked in agencies such as Boys Girls Clubs,
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the USDA Forest Service, tourism and hospitality industries, museums, and
theme parks share their own thoughts and experiences about workplace
diversity and inclusion. Further, the case studies illustrate the work of diversity and inclusion and the challenges to achieve them. The contributors
invite us to think about diversity from a range of perspectives and provide
us with important tools for the ourney ahead.
The book is organized around seven dimensions of diversity: ability, age,
gender, race/ethnicity, sexual and gender identity, spirituality and religion,
and social class. As many of the authors remind us, however, these multiple
markers of identities do not exist in isolation; individuals have multiple
identities that intersect in very complex ways. Often, how we treat others
and how we are treated is a function of these multiple identities. And our
individual actions can and do impact the systems and institutions in which
we work.
We anticipate this book will serve as an initial springboard for more
comprehensive and meaningful discussions about diversity and inclusion.
As many contributing authors note, diversity and inclusion issues cannot
be ignored. Instead, organizations must develop strategies to ensure that
these issues, challenges, and opportunities come to reside in the very center
of agency life.
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