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            Foreword

         
         In 2014 I was eight years into what would become almost eleven years as senior vice president of People Operations and a member
            of Google’s management team. I was in the midst of hosting our first re:Work conference, a convening of 175 leading thinkers
            and practitioners in behavioral science, economics, and human resources. There had been a series of superb talks, but then
            something exceptional happened.
         

         
         Dolly Chugh took the stage. She delivered a talk entitled “Are We as Ethical as We Think We Are?”1 She bounded up, introduced herself, and then, paraphrasing Lin-Manuel Miranda’s musical, announced: “I am thrilled to be
            in the room where it happens.”
         

         
         She had me at Hamilton.
         

         
         And then she blew my mind.

         
         Dolly asked: “How can it be true that some of the time all of us act in ways that aren’t perfectly ethical, but amazingly
            every one of us believes him- or herself to be a good person?”
         

         
         Let that sink in.

         
         All of us sitting there agreed that we were good people. I certainly was!

         
         But. But. But.

         
         I could think of moments of which I was less than proud. Maybe something as trivial as jumping ahead of the car that pulled
            up to the stop sign just before I did? Or using my body language to edge out the person who had lined up next to me to board
            a flight? Or that moment when I’d read a homeless person’s cardboard sign, but looked away before my eyes could rise to meet
            his face? Or when I saw something offensive online, wrote a bold comment in response, and then my finger hovered over the
            button—for so very long—as I debated whether or not to post it?
         

         
         If we are honest with ourselves—and I mean deep inside with that voice that no one else in this world except you will ever
            hear—would a truly, completely good person behave the way we do?
         

         
         Spoiler alert: no.

         
         The person I want to be, the kinds of people we all aspire to be, are better than we actually are.

         
         And then Dolly made it okay:

         
         
            The idea that we’re capable as human beings of perfect ethicality, of being as perfectly ethical all the time as we imagine
               ourselves to be, is a unicorn-like idea. . . . The truth is all of us sometimes inflate the invoice, or stereotype the student,
               or favor the friend.
            

         

         That anguish I felt in the first part of her talk is universal. We all have an idea of who we believe we are, which stands
            in modest contrast to the person we actually are. The faint tickling of that disconnect, like the moment you first feel an
            ant’s tread halfway up your calf, is part of the human condition. It’s normal. Natural. Commonplace.
         

         
         But that doesn’t mean it’s okay.

         
         Because others see us not through the gauzy glow of our own self-regard, and not just through our words and actions, but also
            through the words and actions that we don’t take. The latter is especially pernicious because of a little flaw we’ve all got
            in our brains called the “fundamental attribution error.”
         

         
         Here’s how it works. Think about the last time you were rushing through traffic, cutting lanes, zipping around the cars ahead
            of you. Maybe you couldn’t wait to get to a party, or were late for the airport, or had a sick child to get to the doctor.
         

         
         Now think about the last time some jerk cut you off on the road. (Don’t those people just drive you crazy?)

         
         This is the fundamental attribution error. When I do something that’s aggressive or offensive toward you, there’s a perfectly
            reasonable explanation. When I see you do something, it’s because deep down you are—in my estimation—just that kind of jerk.
            I can know the factors shaping my actions, but because I don’t know the ones shaping yours, I assume it’s just because of
            who you are. And I forget that you might also have a sick child.
         

         
         If I fail to stand up for you, you are likely to perceive me as simply not caring. Or worse, that I condone or even agree
            with whatever bias or abuse you’ve just endured.
         

         
         The Person You Mean to Be is Dolly’s road map from the messy, imperfect, conflicted person that each of us is today toward becoming a little more perfect,
            a lot less conflicted, and meaningfully more active and impactful on the world around us.
         

         
         
            What Is Special About This Book and Its Author

            Dolly Chugh is one of those people whose résumé intimidates and overpowers. She was a varsity collegiate tennis captain, holds
               degrees from Cornell and Harvard, and worked in banking, consulting, and publishing before earning a tenured professorship
               at New York University. She still finds time to work with the faculty and leaders of the KIPP schools, volunteer in prisons,
               and—as you’ll read—sneak in a little holiday shopping for her family.
            

            
            But if you’re lucky enough to meet her in person, you’ll find someone so warm, gracious, generous, and laugh-out-loud funny
               that you can’t help but want to be near her.
            

            
            Dolly comes through in every page of this fantastic book. One of my favorite lines from The Person You Mean to Be comes just a few pages in: “The person I mean to be stands up for [equality and equity and diversity and inclusion]. The
               person I mean to be fights bias. Sometimes, I do. Sometimes, I don’t.”
            

            
            And then she proceeds to explain, drawing on research, anecdotes, and a bracing honesty and openness about her own life, how
               to take this reality and move from “believer to builder.”
            

            
            She continuously surprises by describing concepts like “cookie seeking,” using it to explain why allies can inadvertently
               burden those feeling the weight of oppression just when that weight is at its heaviest. She reframes the discussion about
               “growth mindset” to introduce the best way to react—and build bridges—when you are at your most upset and defensive. And she
               arms the reader with a lucid narrative for explaining how so many of us benefit from “ordinary privilege,” including the simple
               fact of having white skin, or being straight, or being a man.
            

            
            The benefit on this front, for many readers of The Person You Mean to Be, will be a deeper understanding of the science behind why bias exists, why society seems to tolerate so much of it, and why
               even 1 percent bias in a system leads to wildly disproportionate results for winners and losers.
            

            
         
         
            Why I Know This Book Will Make a Difference in Your Life, and in the World

            The benefit for each and every reader, however, will be a path to self-acceptance and action.

            
            Acceptance is vital to address all those moments of self-doubt and questioning, those instances when our fingers hover above
               the keyboards, or when we wonder if we have the standing to intervene when we see small slights in our daily lives. Accepting
               that these hesitations are universal means accepting that they are also unimportant. Everyone behaves imperfectly sometimes.
               Everyone pauses sometimes. Therefore, don’t beat yourself up over it. Get on with acting.
            

            
            Dolly offers a wide range of ways to act in the latter third of the book, but her message is a pragmatic one. We can still
               be good people, indeed we can be better people, as long as we do more. Not everything. Just more.

            
            She shows how builders use whatever power and stature they have to amplify the voices of others, to encourage, to educate,
               and sometimes to confront. And she offers the reader clear, actionable techniques to do the same, often in the form of small
               nudges.
            

            
            Google, for me, was a tremendous learning experience. One of the biggest lessons was about the power of “nudges,” a term coined
               by professors Cass Sunstein and Richard Thaler, and which I described in my own book as something that “influences choice,
               but doesn’t dictate it.” At one point we observed that female engineers were being promoted at a lower rate than male engineers.* At the time, engineers could nominate themselves for promotion, in addition to being nominated by their managers. We found
               that while women were slightly less likely to nominate themselves, when they did they were actually more successful than men
               in being promoted. We also found that with a small nudge—an email from Alan Eustace, then senior vice president of engineering,
               to all technical employees describing this finding and encouraging women to nominate themselves—the promotion gap went away.
            

            
            It was more than just a simple email. It came from an executive. From a white, male executive. The email didn’t prescribe,
               but rather encouraged: “Any Googler who is ready for promotion should feel encouraged to self-nominate. . . .” And it nudged
               managers and shaped norms as well: “. . . and managers play an important role in ensuring that they feel empowered to do so.”
            

            
            I believe so deeply in the power of these small interventions that I left Google and in 2017 co-founded a company, called
               Humu, with a goal of making work better through machine learning, science, and a little bit of love. Central to our technology
               is the idea that small nudges have a profound ability to increase employee happiness and productivity, and reduce employee
               bias and attrition.
            

            
            The Person You Mean to Be is replete with small interventions you can make in your daily life that will have a disproportionately positive impact. For
               example, Dolly reports that people approach interracial interaction differently, depending on whether they are instructed
               to “avoid prejudice” or to “enjoy the opportunity to have an intercultural dialogue.” A tiny shift in language with a tremendous
               impact.
            

            
            Similarly, she shows why it’s powerful to downshift from “I just want to explain where I’m coming from” to “Help me understand
               what I did that upset you.” Same conversation, different words, vastly different outcomes.
            

            
         
         
            Why This Book Is Worth Reading Today

            The perceptions of the majority always seem to lag the experiences of the minority. As Dolly points out, in 1963, 80 percent
               of white Americans felt that racial minorities were treated equally—at a time when it was illegal for whites and blacks to
               marry in sixteen states, from Florida to as far north as Missouri and Delaware, and as far west as Texas.
            

            
            On September 1, 2016, the San Francisco 49ers quarterback Colin Kaepernick began to kneel on one knee during the playing of
               the national anthem. “I am not going to stand up to show pride in a flag for a country that oppresses black people and people
               of color,”2 he explained. He later continued: “This is because I’m seeing things happen to people that don’t have a voice, people that
               don’t have a platform to talk and have their voices heard, and effect change. So I’m in the position where I can do that and
               I’m going to do that for people that can’t.”3

            
            Kaepernick’s actions were controversial. In 2017 he was both awarded Sports Illustrated’s Muhammad Ali Legacy Award and vilified online using the harshest, crudest language possible. A CBS News/YouGov poll in
               September of that year found that almost 75 percent of black Americans approved of football players protesting this way, but
               only about 30 percent of white Americans did.4 How will Kaepernick’s protest—and the fact that he was joined by thousands of professional, college, and even high school
               athletes—look in five or ten years?
            

            
            Recent years have been exhausting for those who believe in—as Dolly says about herself—equality and equity and diversity and
               inclusion. Yet many Americans (and citizens of many other countries) tell pollsters that people are treated equally today.
               That is simply not true.
            

            
            Reading The Person You Mean to Be is like having a conversation with Dolly herself, and I suspect after reading it you’ll feel as much affinity and affection
               toward her as I do. She’ll help you to see how to do just a bit more, and how to be a bit more of the person you mean to be.
            

            
            Laszlo Bock, October 2017

            
            CEO and Co-Founder of Humu

            
            Former SVP of People Operations, Google, Inc., and author of Work Rules! Insights from Inside Google That Will Transform How You Live and Lead

                        
         
         
      
   
      
      
      
         
            Preface

         
         
            We will have to repent in this generation not merely for the hateful words and actions of the bad people but for the appalling
               silence of the good people.
            

            —Reverend Dr. Martin Luther King Jr., Letter from Birmingham Jail

         

         I was lying on the ground, playing dead, in the Times Square Toys “R” Us store. With at least one hundred other people, I
            was part of a Black Lives Matter “die-in” in the toy gun section. It was December 2014 and we were protesting yet another
            police shooting of an unarmed black person, this time a twelve-year-old boy named Tamir Rice, killed while playing in a Cleveland
            park with a toy gun. “Silent Night” played over the speaker system while I lay still with tears in my eyes.
         

         
         I was terrified, but not because of the protest, which I knew was necessary for change. It was organized, peaceful, and disciplined,
            unlike many negative media portrayals of the Black Lives Matter protests and protesters.*1 While I was proud to stand with them and lie beside them, I felt out of place. I had never participated in a protest before,
            though I am grateful for those who protest. I am scared of controversy, though I respect those who can handle it. I am not
            anti–law enforcement (nor is the Black Lives Matter movement), though I believe that abuse of authority needs to be addressed.
            Nor am I an African American who bears the burden of racism, though I know the burden is great. I was terrified because I
            am a not-very-bold, suburban, middle-aged, Land’s End–wearing, Ivy League–educated, married-to-a-doctor mom of two, not your
            standard protester identity. This was not my usual Saturday night.
         

         
         Still, none of us are only one thing. I am also an expert in the psychology of bias. As a professor and social psychologist,
            I use data, experiments, writing, and teaching to explore the unconscious biases held by good people like you and me.
         

         
         And, I am a female, foreign-born person of color. I am a daughter of Indian immigrants who left everything and everyone behind
            in a tireless pursuit of a better life for their children in America. I am the Hindu wife of a brown-skinned, bearded Sikh
            man who wears a turban. I see our country through my proud perspective as an American with a fierce love for this land, and
            through my pained perspective as a person of color who is not always seen as “one of us.”
         

         
         Sometimes, I am described by a well-meaning white friend as her “Indian friend.” Sometimes, I am handed a dirty plate by a
            polite parent at a kids’ birthday party who assumes that I am there to clean up after the guests. Sometimes, I walk into a
            restaurant with my husband and children and pretend that I do not see other customers staring or glaring. America is not always
            the country it means to be.
         

         
         To tell the truth, I am not always the person I mean to be, either. Yes, like you, I am a believer in the American values
            of equality and equity, diversity and inclusion, the values underlying the founding of this country and many major spiritual
            teachings. Race, religion, ethnicity, sexual orientation, gender, gender identity, ability—I believe bias of all forms is
            wrong. I am a believer.
         

         
         Still, the person I mean to be is more than just a believer. The person I mean to be stands up for those values. The person
            I mean to be fights bias. Sometimes, I do. Sometimes, I don’t. Sometimes, I want to, but don’t know where to start. Sometimes,
            I don’t notice bias and am surprised or defensive when others point it out. Sometimes, I—the one who studies bias for a living—am the problem. I am that well-meaning friend, that polite parent, that staring customer. I mean to do better. As a believer
            in these values, I need to do better.
         

         
         
            Not Everyone Is Ready for This Book (but You Probably Are)

            Not everyone is a believer. Being a believer requires more than believing in the values. It also requires us to believe in
               the reality of a crushing volume of scholarly studies, research papers, and firsthand reports that offer excruciating detail
               on how we devalue the bodies, minds, souls, careers, incomes, life spans, and humanity of people who are not white, or male,
               or straight, or gender-conforming, or Christian. I am not writing a book that summarizes that voluminous evidence, though
               I have read a lot of it, experienced some of it, and done scholarly research that supports it. If you are absolutely convinced
               that these biases are not serious issues in America today, my book is not the place to start. My book is for those who have
               at least a vague belief that this reality might exist for some people and who want to understand and do something about that
               reality.
            

            
            What makes things messy is that there are many people who are believers in the values but not in the evidence about the reality
               of bias. As an example, let us stick with racial bias. In 2011, psychologists Samuel Sommers and Michael Norton asked Americans
               to share their perceptions of the extent to which black and white Americans were the targets of discrimination.2 The average white respondent felt anti-white bias was more prevalent than anti-black bias. According to a more recent Reuters poll, only 37 percent of Americans believe minorities
               are not treated fairly.3 In another study, participants overestimated by 25 percent the progress our country has made in narrowing earning and wealth
               gaps between blacks and whites.4 Despite the evidence otherwise, not everyone is a believer.
            

            
            Maybe this is to be expected. According to antiracist activist Tim Wise, “In every generation, white people have said there
               is not a racial problem and people of color have said there is. History has proven [the people of color] right. What are the
               odds that white folks are suddenly getting it right this time?” Wise, who is white, reminds us that two-thirds of whites felt
               that Reverend Dr. Martin Luther King Jr. was pushing too hard and too fast for change. They said this in the same month as
               the 1963 March on Washington where King delivered the “I Have a Dream” speech. During that same time period, four years before
               the Supreme Court declared that whites and blacks could legally marry in every state, 80 percent of white Americans said they
               felt racial minorities were treated equally in their community. It is predictable, then, that our generation—like every generation—should
               have its nonbelievers.
            

            
            According to the Roper Center for Public Opinion Research at Cornell University, we have forgotten white Americans’ resistance
               to the civil rights movement in the 1960s.5 Peaceful protests, which we revere now, such as the March on Washington and the lunch counter sit-ins, were viewed negatively
               by the majority of white Americans. Three years after the “I Have a Dream” speech, only 36 percent of white Americans believed
               King was helping the cause of civil rights; 14 percent were not sure and 50 percent said he was hurting the cause. In roughly
               the same time frame, 94 percent of black Americans felt he was helping. The stark contrast between the views of white and
               black Americans—36 percent versus 94 percent—washes away with the passage of time.
            

            
            Consider that Muhammad Ali was once “the most hated man in America.” Even Jackie Robinson was mad at Ali in 1967. Ali refused
               to go to war for a country that had “called me n—— . . . lynched me . . . put dogs on me . . . robbed me of my nationality,
               raped and killed my mother and father.”6 Yet, within fifty years, the majority of Americans regarded Ali with affection, not hatred. People would not only give him
               humanitarian awards, they would even name humanitarian awards after him. What appeared to be radical change at the time seems
               more moderate and even inevitable-sounding within a generation.
            

            
         
         
            The Number of Believers Is Growing

            Some say that 2016 was the new 1968. The 2016 presidential election generated and unlocked deep divides. These divides are
               bringing some people from the mainstream into discussions of inequality and injustice for the first time. I don’t think being
               a believer is a partisan issue. Conservative columnists Matt Lewis and Leon Wolf note an emerging interest among white Americans
               in issues facing African Americans.7 I have lived in some of the more politically conservative areas of America (including the Bush family’s hometown of Midland,
               Texas) and some of the more politically liberal areas (including Cambridge, Massachusetts, known to some as the People’s Republic
               of Cambridge). I have learned that believers, and nonbelievers, can be found everywhere, and that the number of believers
               is growing across party lines.
            

            
            Between the World and Me, Hillbilly Elegy, and The New Jim Crow are bestselling books whose white, middle-class readership is learning about and addressing class and racial justice. The
               documentary about mass incarceration, 13th, found a mainstream audience on Netflix. Organizations like Google and Goldman Sachs have had discussions about allyship.
               Terms like “male privilege” and “white privilege” each generate a half million Google search hits. The relatively new use
               of the word “woke” was heralded by a New York Times piece about the cultural importance of signifying someone who is “hip to the realities of inequality.”8

            
            We are also living in a time of unprecedented integration. This is not our parents’ or grandparents’ America. If your grandparents
               were living in the United States in the twentieth century, it was possible, even probable, that they would have gone through
               most days not interacting with someone of a different race or ethnicity, contradicting the melting-pot narrative. They probably
               worked in single-gender workplaces. They were unlikely to know—or be—someone who was openly gay or gender-nonconforming.
            

            
            Today, Americans are experiencing a different reality. Seventy percent of Americans, according to a Reuters poll, interact
               with people of a different race in their circle of friends, coworkers, and relatives. Among people under thirty, this number
               rises to an astounding 90 percent. According to a CBS poll, 77 percent of us now personally know someone who is openly gay
               (compared to only 42 percent less than twenty-five years ago).9 Our workplaces are less gender-segregated. Our definitions of gender fixed at birth are evolving. So we are more diverse,
               and more divided, than ever before. Believing in the values of equality is no longer enough. We need to be people with the
               skills to make it better. We need to learn how to fight bias.
            

            
         
         
            Using Science to Move from Believer to Builder

            Where do we begin? If you need to drop twenty pounds, or your marriage is failing, or you hate your job, there are a million
               books filled with evidence-based research. If you care about fighting bias against groups marginalized in American society,
               there are fewer evidence-based options. Plenty of books address the structural, political, and macroeconomic solutions for
               inequality. Few offer individuals a social psychologist’s expertise about how to fight bias at the person-to-person and person-to-system
               levels. Yet the research is there to help us move from having the identity of a believer to having the skills of a builder.
            

            
            This insight first hit me when my amazing MBA students organized something called Ally Week at the New York University Stern
               School of Business. They created a week of programming to which hundreds of time-crunched students voluntarily came to learn
               how to act as allies for students different than them (e.g., white students for nonwhite students, non-veteran students for
               veterans, straight and gender-conforming students for LGBTQ+ students, male students for female students). The Ally Week organizers
               asked me to be the keynote speaker. I spend my days conducting and reading research on bias and related topics. Still, as
               I looked at this research through the lens of how to help people be better allies, even I was shocked at how much useful,
               eye-opening, and relevant research is buried in academic journals. As social scientists, we can help people become more skillful
               builders.
            

            
            Fortunately, social science is playing a larger role in our national discussion. Many social psychologists, including me,
               have been studying, discussing, and debating implicit (also known as unconscious) bias for years, even decades. Many activists
               have also been having similar conversations. Psychologists Mahzarin Banaji and Anthony Greenwald recently published the authoritative
               book on the topic, Blindspot. During the September 2016 presidential debate, Hillary Clinton said “implicit bias” five times. In the vice presidential
               debate one week later, Mike Pence questioned whether a black police officer could show implicit racial bias. (Pence was incorrect.
               Research shows the majority of white Americans show implicit race bias favoring whites, while black Americans’ implicit race
               bias ranges from showing implicit bias favoring whites to implicit bias favoring blacks10. Similarly, I have published coauthored work that shows that women tend to show stronger implicit gender bias than men11.)
            

            
            Implicit bias research is just one slice of the science that can help us. Research from psychology, sociology, economics,
               political science, and other disciplines reveals ways that believers like you and me can become builders. The research also
               reveals ways we can do harm despite our best intentions. I have curated the most actionable and robust of these research findings—the
               good news and the bad news. Sure, science is dynamic, some answers are incomplete, and there is much more research to do.
               No single study or research finding offers an airtight solution. But as a scientist living in a bias-packed world, I believe
               we know enough to act on the science in hand.
            

            
         
         
            Builders Need Both Heat and Light

            The week before the Black Lives Matter protest at Toys “R” Us, I happened to reread Dr. King’s pointed 1963 Letter from Birmingham Jail where he spoke of the “appalling silence of the good people.” That was not the person I meant to be. I knew that research
               said that protests made a difference, so I found out when the next Black Lives Matter protest was taking place and rallied
               some friends and family to join me. So there I was, no longer silent. As I lay there, I also realized that this was not my
               voice.
            

            
            As it turned out, I am a bad protester. As we chanted our way up the escalators in the 250,000-square-foot Toys “R” Us store
               toward the toy gun section, my mind raced with inappropriately off-topic thoughts. I am a working mom with limited opportunities
               to get to brick-and-mortar stores in the two weeks before Christmas and now I unexpectedly found myself at a Toys “R” Us.
               I could just pull out my holiday shopping list and multitask my chanting and shopping self through the store (without holiday
               crowds, even, since the protest had scared them off). These were real thoughts that I had. Oh my God, what could be less appropriate?
               Multitasking during a Black Lives Matter protest and then having the gall to update my to-do list: Star Wars Legos—check, Frozen dollhouse—check, civil disobedience—check. Protest movements deserve better.
            

            
            I wondered if the only way to build a better world was through the building of movements and protests. I wondered if there
               was work for people like me who do not like controversy, who will rearrange the dishwasher but never openly debate which way
               the forks should go (pointing down, obviously). I admire the temperament and courage of people who are willing to have the
               acrimonious argument and stage the defiant protest. They apply heat and they take heat.
            

            
            The truth, however, is that I am better at the teachable moment and the patient partnership. I am good at talking with people.
               I am good at asking questions. I am good at listening to people. I am good at learning new perspectives. These are the skills
               that help generate light. Maybe I, and others looking for their place in the work, was overlooking the importance of light.*

            
            There are many opportunities to generate light in our homes, in our communities, and in our workplaces. We can be inspired
               by the research of organizational scholar Debra Meyerson on “tempered radicals.” Tempered radicals are insiders in organizations
               who do not present as rebels and are often successful in their jobs. They are catalysts for change by challenging the status
               quo in small, cautious ways. Meyerson writes, “Tempered radicals push and prod the system through a variety of subtle processes,
               rechanneling information and opportunities, questioning assumptions, changing boundaries of inclusion, and scoring small wins.”12 While no individual action is a revolution, the sum of their daily efforts leads to real evolution. Said another way, tempered
               radicals follow the advice of author and activist Silas House, “Be revolutionary, every day.”
            

            
            To be clear, research shows that turning up the heat is also essential work. Social movement scholar Jo Freeman found that
               more extreme feminists served as a “radical flank” in comparison to more moderate feminists.13 Herbert Haines extended this work in studying the civil rights movement, noting that moderate black organizations saw increased
               rather than decreased funding as the radical black movement emerged.14 Light is not an alternative to heat in social movements. It is a necessary partner. For some of us, light is our entry point
               into the work.
            

            
            This book brings together stories and science that can help us create that light. We will meet people from across the country
               and from multiple industries, each experimenting with what he or she can do to build a better workplace and world. Some have
               been thinking about things like diversity and inclusion for a long time and others have just joined the conversation. Some
               are thinking about person-to-person dynamics, while others are thinking about systems that shape our societal lives. Their
               stories are less about solving and saving and more about growing and grappling. Like me and you, they are good people looking
               to do better, trying to be the people they mean to be.
            

            
         
         
      
   
      
      
      
         
            Introduction: Good-ish People

         
         
            The three hardest tasks in the world are neither physical feats nor intellectual achievements, but moral acts: to return love
               for hate, to include the excluded, and to say, “I was wrong.”
            

            —Sydney J. Harris

         

         On Sunday, June 12, 2016, Rachel Hurnyak woke in her Bay Area home to horrific overnight news from Orlando, Florida. As bartenders
            at a popular gay nightclub shouted “Last call,” a man had walked in with multiple firearms. He killed forty-nine people and
            injured fifty-three others.
         

         
         Rachel was shocked, and as someone who self-identifies as queer, she was terrified. She knew it could have been her—or anyone
            in her community. Rachel was once my student, and when I heard the news, I had the same thought.
         

         
         As Rachel thought about going into work the next day at a Bay Area technology company, she knew her stress level was dangerously
            high. It was not the good kind of stress that makes employees more focused, motivated, and creative.1 She was grieving. The Grief Index study captures data from more than twenty-five thousand people collected over several decades2. The study reports that, at any given moment, approximately one in four American workers is experiencing grief.
         

         
         Rachel was feeling “hidden grief,” which specialists say emerges from negative events and relationships outside of work, such
            as family deaths or illnesses or national tragedies. Hidden grief costs U.S. companies as much as $75.1 billion in lost productivity
            per year due to employees who have difficulty concentrating, make errors in judgment, and experience accidents. Sometimes,
            the source of the hidden grief, such as the death of a family member, is relatively straightforward and easy to share, but
            hidden grief can also be more complex and difficult to share with others.
         

         
         Unable to sleep that night, Rachel decided to make her hidden grief visible to the world. She blogged, “This week and beyond
            will be difficult for your LGBTQ and/or Muslim colleagues . . . one community grieves because our members were killed in one
            of the first safe places we ever knew. The second community grieves because they’re being blamed for those killings.”3

         
         Much as she loved her job and her colleagues, Rachel was dreading being at work the next morning. It was just going to make
            things harder, even though work colleagues are a critical component of many people’s support systems. In Rachel’s case, most
            of her straight colleagues were good, well-intentioned people who would seek to comfort her. They might call themselves allies.
         

         
         I imagined myself as one of those colleagues reaching out to Rachel that Monday morning, filled with sympathy and outrage,
            overflowing with good intentions. We might mention our donations to The Trevor Project or the Human Rights Campaign. We might
            fill her in on the minutiae of each breaking news story about the shooter. We might tell her about a gay family member or
            college friend or former colleague. We might recall Matthew Shepard, or Tyler Clementi, or another victim of a terrible hate
            crime. Our eyes would well with tears.
         

         
         Yet, instead of finding comfort in such good intentions, Rachel was filled with dread. This surprised me. She is one of the
            most appreciative people I know, the type who makes you feel heroic for the smallest of kind acts. Clearly, I was missing
            something.
         

         
         “What they are saying is more for them than me,” Rachel says. “You go to a lot of funerals when you’re a pastor’s kid and
            you hear the same conversations every time. It is almost a competition to see who was the most relevant. ‘Well, I saw Jim
            on Tuesday at the store and he looked okay.’ Or, ‘I saw him the following morning and he didn’t look okay.’ Meanwhile, Jim’s
            family is sitting alone in the corner. We make it about ourselves.”
         

         
         Rachel feared that she would need to set aside her grief to make room for her colleagues’ emotions. Their grief—my grief—would
            be genuine. Her colleagues and I cared about her well-being and we wanted something as well: We had an urgent desire for her to see our grief. We saw ourselves as the good ones, as believers on the right side of history. We needed her to validate us. At some
            unconscious level, we craved affirmation that we were good people, and that she knew it.
         

         
         
            Claiming an Identity

            In speech and action, we express how we see ourselves and how we want to be perceived by others, a process that organizational
               scholars Caroline Bartel and Jane Dutton call “identity claiming.”4 Psychologically, identity claiming is an ordinary and universal process. Each of us claims multiple identities. My husband,
               my children, and I all claim an identity as Indian Americans. My daughters also claim identities as Mets fans and as girls-but-not-girly-girls.
               My husband claims identities as a physician, a Punjabi Sikh, and a devoted dad. I claim identities as a woman of color, a
               do-gooder, and a loving mom.
            

            
            Each of us has an intense craving for others to see and acknowledge our various identities, a phenomenon that Bartel and Dutton
               call “identity granting.” They compare the interplay between identity claiming and granting to a public performance and audience
               reaction. Tina Fey may claim an identity as a funny person, but if audiences don’t find her funny, her identity as a funny
               person has not been granted.
            

            
            We are vigilant for clues about whether our identity has been granted. Psychologist William Swann has studied how much we
               care about this affirmation of ourselves, including one study in which participants were even willing to pay for affirmation.5 How people treat us and what they say to us affirms us.
            

            
            When we are unsure of whether an important identity has been granted by others, our craving for affirmation becomes more intense
               and urgent. Psychologists call this a moment of self-threat—our identity is being challenged or dismissed.6 Just as moments of physical threat trigger a hyperfocus on self-preservation, moments of psychological self-threat do the
               same. If I value being seen as a do-gooder, then I feel self-threat when people judge me as a greedy person, based on stereotypes
               of my résumé. If I value being seen as a loving mom, then I feel self-threat when other mothers judge me for working full-time
               outside the home. Once I am in self-threat mode, other problems follow.
            

            
            Along with organizational scholars Mary Kern, Zhu Zhu, and Sujin Lee, I studied what happens when we construe an external
               situation as a threat.7 We asked participants to do a word scramble task and told them we would pay them based on their performance. We also measured
               whether they saw the task as more of a threat or more of a challenge, which potentially suggests a self-threat. Our prediction
               was that people who saw the task as a threat would be more likely to morally disengage or turn off their conscience, which
               keeps us from doing unethical things.8 As predicted, participants were more likely to morally disengage when they (believed they) faced a threat.
            

            
            Then we used a simple intervention to bring this threat down. We asked participants to remember a situation in which they
               felt secure, able to depend on someone and have that person depend on them. Even though this intervention had nothing to do
               with the threat of the word scramble task, we suspected that it would be affirming and reduce the threat that people felt
               in the situation. The affirmation made them less likely to morally disengage after the self-threat, as we predicted.
            

            
            Threat, especially self-threat, is stressful.9 Threat-motivated stress can lead to bad performance, negative health consequences, and poor behavioral choices.10 We do not feel good and we usually do not treat others well. We become defensive. Our hopes of being a good person are diminished
               at times like these.
            

            
            In summary, we each have identities we claim. We look to others to grant those identities. When we don’t get that affirmation,
               we feel threatened, which is stressful, and we do things we would not normally do. Under self-threat, we become less of the
               good people we mean to be.
            

            
            Research reveals how our need for affirmation overrides our genuine desire to be a good colleague, friend, and ally. One study
               found that we value boosts to our self-esteem, such as compliments, even more than our favorite sex acts and foods.11 Given that it is socially taboo to openly covet compliments, these study participants probably underreported how much they
               value that affirmation.
            

            
            We all fall into this pattern. We fish for affirmation. We center our needs, nudging away the needs of others. We seek what
               activists call “cookies,” acknowledgments of our good intentions, even when the impact is costly to the cookie giver. We especially
               crave that affirmation when faced with a situation that challenges the believer identity we are claiming. The affirmation
               relieves the self-threat, but ironically, we end up acting less like—not more like—the people we mean to be. The pattern is
               both heartbreaking and exhausting.
            

            
            Believers were the people most likely to be Rachel’s allies. We were also the people most likely to leave her hanging emotionally.
               When she needed us most, we were inclined to hit her up for cookies of affirmation.
            

            
            Chimamanda Ngozi Adichie writes of the dangers of cookies in her novel Americanah. The protagonist leads several diversity workshops until she realizes that the workshop attendees’ primary motivation is
               not to learn but to feel better about themselves. Craving cookies, they sacrifice the opportunity for meaningful change.
            

            
            The cookie craving intensifies when self-threat hits, as with the tragic events in Orlando. Many of us want to support Rachel
               and others who are marginalized. Yet we come up short. We want to do better by Rachel, but we might be unsure about how to
               do so. We might feel as if we are damned if we say something and damned if we don’t. Many of us believe in the promise of
               equality and equity, diversity and inclusion, but do not know how to build those beliefs into reality.
            

            
            Rachel will return toward the end of the book to describe where she found the support she needed. First, we’re going to learn
               the four ways in which builders are different than believers. Let’s begin by exploring how good people like you and me think.
            

            
         
         
            The Psychology of Good People

            I study the psychology of good people. I see myself as a good person and yet my behavior is filled with evidence to the contrary.
               I cling to antiquated gender stereotypes. I defend systems that favor well-off, well-connected families like mine. I misidentify
               people of the same race. I let homophobic jokes slide. I am judgmental of people whose gender identities confuse me. None
               of this makes me proud.
            

            
            At the same time, I fight for equality, donate money to social justice causes, spend time supporting individuals from marginalized
               groups, and challenge the status quo. So my mind flips between a belief that I am as good as they come and a belief that I
               am no good at all. In the end, the belief that I am a good person always wins.
            

            
            I am not alone. Most of us have what psychologists Karl Aquino and Americus Reed call a central “moral identity.”12 Moral identity is a measure of whether I care about being a good person, not whether I am a good person. Their research reveals that most of us want to feel like good people. This is an identity we
               claim and want granted.
            

            
            Now, just because many of us have a highly central moral identity does not mean that we agree on what is and is not moral.
               In fact, moral identity does not appear to be unique to any particular political affiliation, generation, gender, or belief
               system. While you and I may disagree on what is and is not moral, we both would bristle at any accusation that we lack morality.
               Even people who are engaging in crimes or bullying that others view as immoral may still see themselves as moral. A recent
               Washington Post story offered an in-depth profile of former white nationalist Derek Black13, revealing that even KKK affiliates do not necessarily self-identify as racists.
            

            
            While none of us are good all the time, and some of us are far from good a lot of the time, we still see ourselves as good.
               How do we sustain this view of ourselves? We hold a faulty assumption that our behavior pivots around our ethical standards
               and our moral values. That is not how our minds actually work. Our behavior pivots around our identity. I want to see myself
               as a good person, which I can accomplish by being a good person (doing X) or by convincing myself that I’m a good person (while
               doing the opposite of X). Even when we fall short, our reflex is to claim an identity as a good person. Evidence to the contrary
               is a self-threat.
            

            
            It is difficult to overstate just how quickly and seamlessly we deal with self-threats. Our bodies are built to fight off
               bacteria and our minds are built to fight off self-threat. This does not make us bad people, but it does make us unlikely
               to recognize when we do bad things. The result is that all of us, even the “good people,” do bad things. It is easy for us
               to see this in other people and much harder for us to see it in ourselves. Through it all, we cling to an illusion of being
               a perfectly ethical and unbiased person and to the idea that such a “good person” can exist. This illusion is problematic.
            

            
            As a result, good people are prone to what my mentors—business school professor Max Bazerman and psychology professor Mahzarin
               Banaji—and I call “bounded ethicality.”14 Bounded ethicality is the psychology of “good-ish” people. Good-ish people are sometimes good and sometimes not, sometimes
               intentionally and sometimes not, like all of us. This model of bounded ethicality challenges ways of thinking and talking
               in which you are either a good person or not, a racist or not, an unethical human or not. We argue that this binary notion
               is seductive but misleading and scientifically inaccurate.
            

             We do not need to fall for this false notion. Rather, we can embrace being good-ish, which is a good person who is always striving to be a better person, a true work-in-progress. To do that, we need to let go of the idea of being a good person in order to become a better person. Good-ish people are always growing, which is why being good-ish is better than being good. Being good-ish sets a higher ethical standard for ourselves, because when we are good-ish, we are learning.

            To that end, Mary Kern and I expanded on the model of bounded ethicality15 and have developed a model of “ethical learning”16 which takes the psychology of good-ish people into account. We redefine what it means to be a good person as someone who
               is trying to be better, as opposed to someone who is allowing themselves to believe in the illusion that they are always a
               good person.
            

            
            Remember our need to be affirmed by Rachel? That is a good example of our need to be good people getting in the way of us becoming better people.
 We care a lot about our good-person identity; we
               erroneously see this identity as either/or; we want the identity to be granted by Rachel; and we especially need that affirmation
               under self-threat. This way of thinking is very human and very costly to the people we care about supporting. It is possible
               to break free of this psychology. We see what that looks like next.
            

            
         
         
            “I Didn’t Want to Offend Her”

            “It was so embarrassing,” recalls author Sarah Weeks. Sarah had no idea how to say her student’s last name: Gita Varadarajan.
               Sarah was Gita’s instructor at Columbia University’s Teachers College; Gita was an experienced educator enrolled in the Reading
               and Writing Project, working on her own writing to help her elementary-school students work on theirs. Sarah was thrilled
               when she had students like Gita who fell outside of the white, American-born norm in her classroom. Still, as a self-described
               “white girl from the Midwest,” she did not want to “offend” Gita—a recent immigrant from India—by shredding the pronunciation
               of her last name.
            

            
            Sarah understood that knowing and using someone’s name was critical to building meaningful relationships. Dale Carnegie, author
               of the classic How to Win Friends and Influence People, once said, “A person’s name is to him or her the sweetest and most important sound in any language.” A Google search for
               “how to remember people’s names” yields almost three million hits. But this was an issue of pronunciation, not memory. So
               Sarah simply called Gita by her first name and avoided the problem.
            

            
            After the course ended, Sarah encouraged Gita to expand a story she had written into a book, which they decided to write together.
               Sarah has published more than fifty-five children’s books, including So B. It and Pie, which has sold more than three million copies. Gita is an experienced teacher and a first-time author with a fresh voice. As collaborators,
               Sarah often introduced Gita to people in her publishing network. Still, Sarah avoided saying Gita’s last name.
            

            
            As Sarah and Gita developed the story, they focused on how Gita had written about twelve-year-old Ravi Suryanarayanan,* a middle-school boy whose family moves from Bangalore to New Jersey. Ravi was frustrated that none of the teachers and students
               in his new school had tried to say his name. Sarah had privately winced when she read Gita’s draft, seeing herself in the
               fictional teachers. Sarah asked Gita about the characters’ motivations, specifically why no one tried to learn how to say
               Ravi’s name. Gita’s analysis was immediate and unflinching. “Arrogance,” she said. “I don’t think they care.”
            

            
            Sarah was stunned. Arrogance? While they were discussing fictional characters, Sarah’s self-threat meter went into the red
               zone. This was not the identity Sarah intended to claim or the identity she thought Gita had granted her. Sarah confessed.
               The issue was not that she cared too little but that she cared too much to risk embarrassment or offending someone else.
            

            
            Like so many of us in an uncomfortable situation, Sarah’s good intentions weren’t enough and the impact was clear. Gita did
               not grant Sarah her desired identity or the affirmation she craved. Sarah had no idea how Gita perceived the intentions and
               beliefs of people like her, and the impact of those perceptions.
            

            
            That’s when Sarah moved from believing to building. She asked Gita if she would teach her the correct pronunciation of both
               Varadarajan (Gita’s surname) and Suryanarayanan (the main character’s surname, and also Gita’s maiden name). Gita readily
               agreed. Sarah realized that when a native speaker said the name quickly, she needed help hearing each distinct syllable. She
               asked Gita to say it more slowly. Again, Gita agreed as she saw Sarah was willing to put in the work.
            

            
            Sarah wrote out the names phonetically. She practiced saying them. Once she stopped worrying about self-threat, she was surprised
               to realize that the names were not that hard to say semicorrectly, albeit in an American accent. (She’s right. If you can
               say “supercalifragilisticexpialidocious” or the names on Game of Thrones or Arnold Schwarzenegger, you can probably say “vuh-ruh-dhar-AH-jhun” and “sur-ee-ah-neh-RI-ya-nan.”) She just had not tried
               before.
            

            
            A week later, Sarah called Gita. When Gita answered, Sarah asked, “May I speak with Gita Suryanarayanan Varadarajan?” Gita
               cried. It was the first time anyone had tried to say her name since she had moved to America several years before. “The first time,” Gita emphasizes.
            

            
         
         
            Higher Standards

            No one would have confused Sarah’s pronunciation with that of a native speaker. Her American accent did not disappear. But
               one need not have Meryl Streep’s capacity for accents to do a vague approximation of native pronunciation. Maybe we cannot
               roll our r’s, but we can strive to put the emphasis on the correct syllable and leave the correct letters silent. In pronunciation,
               perfection need not be the enemy of progress.
            

            
            I have been slow to learn this lesson. Like Sarah, when a name looked “hard” on paper, I did not say it aloud. Even worse,
               I just blew by it in my mind, not even fully reading it. My standards for effort were selectively low. My family is from northern
               India and I have lived in the United States since I was six months old. “Normal” Indian names to me are the ones I grew up
               hearing, like Raj, Gupta, Singh, or my own, Chugh.* I had never learned or tried to say longer, south Indian names. I admit it: Through the process of being interviewed, Sarah
               taught this brown woman how to say Varadarajan.
            

            
            Sarah’s efforts were meaningful to Gita, but Sarah was also redefining the norm for herself. Names with one or two syllables
               that “sound white” may seem normal to some Americans. Some people may regard other types of names as “hard to say” or reasons
               to ask “can I call you Sue?” or even to assign a nickname to the person, without permission (“We’ll just call you Sue”). What
               are we saying about who belongs and who does not if we treat white-sounding names as the norm and other names as the variants?
               After all, these names are not the norm for many Americans, most non-Americans, or the original Native Americans.
            

            
            Sarah’s identity as someone who believes in diversity survived, not despite her confession, but because of it. Her shift from believer to builder started with educating herself. She asked for help, without demanding or presuming
               it from Gita, who might have not wanted to go down this road. None of us should be obligated to educate others. In this case,
               Gita wanted to help Sarah learn. Their conversation grew from there.
            

            
            Gita suggested they tell each other the worst stereotypes their respective cultures held about the other. They decided to
               write their thoughts down on an index card and then exchange cards. Gita’s list included “Divorced. Obsessed with meat. Feeds
               kids out of cans.” Sarah’s list read something like “Pushy. Dominated by men. Obsessed with education.”
            

            
            They asked each other awkward questions. They talked about models of good parenting in each of their cultures, noticing similarities
               and differences. They compared what was “normal” versus “weird” in their worlds.
            

            
            Notably, they had different experiences of these candid exchanges. Sarah still cringes when remembering her awkward entry
               into these conversations, while Gita remembers far less discomfort. In fact, she remembers the pleasure she felt that somebody
               wanted to know and understand her. Sarah was processing her self-threat while Gita was feeling seen and heard.
            

            
            As Sarah built her capacity and Gita supported her growth, their collaboration grew deeper and richer. The best evidence lies
               in the book they cowrote, Save Me a Seat, a widely acclaimed book filled with humor and humanity. It features two middle-school students named Joe and Ravi. Joe and
               Ravi are quick to stereotype each other but also share a common enemy, the class bully. The book has resonated with reviewers,
               parents, teachers, and kids—and Rhode Island adopted the book as a statewide read.
            

            
            Both Sarah and Gita cite the name pronunciation conversation as the gateway to the book. From there, they both reflected on
               what they assumed to be “normal.” They took chances and trusted each other with their mistakes. There were more questions
               than statements. There were, and still are, awkward moments. To their mutual delight, the awkward moments unlocked something
               powerful. When I independently asked each of them to capture their conversations in one word, I was surprised that Gita said
               “laughter” and Sarah said “fun.”
            

            
            The story of Sarah Weeks and Gita Varadarajan highlights our missed opportunities at an individual-to-individual level. Throughout
               this book, we will see examples of how people grapple with the relationships in their work, personal, and community lives.
               Their story suggests what else might be possible if we can engage in those relationships as builders. We will also see examples
               of how individuals grapple within social systems—the cultures, laws, institutions, and traditions of our lives.
            

            
         
         
            “I’m Not That White Person”

            Lorri Perkins is that empathetic friend who celebrates your promotion as if it were her own. She cries when your dog dies.
               She can’t wait to hear about your big date. She can relate to people from seemingly every background, which I have seen her
               do for the twenty years of our friendship.
            

            
            As an organizational facilitator and consultant, Lorri had led workshops for a corporate client on topics like goal setting,
               problem solving, and communications. When the client hired a diversity consultant, he asked Lorri to work with the new consultant
               to ensure that the new workshops were aligned with Lorri’s previous work.
            

            
            These new workshops covered topics new to Lorri, who is white, like systemic racism and white privilege. “I was now part of
               a conversation that most of my suburban white friends were not,” Lorri recalls about her experience sitting in the workshops.
               “It was uncomfortable. It created a lot of self-reflection. I felt myself wanting to explain that I’m not that white person
               you’re describing.”
            

            
            To her, the session with

            
            
            
            
            
            
            
            
            
            
            
            
            
            
            
            
            
         
         
            What to Expect

            
            
            
            
            
            
            
            
            
            
            
            
            
            
            
            
            
               	Activating a growth mindset of being a good-ish work-in-progress, not a premade good person;
               

               
               	Seeing the ordinary privilege we hold and putting it to good use on behalf of others;
               

               
               	Opting for willful awareness, though our minds and lives make willful ignorance more likely; and
               

               
               	Engaging the people and systems around us.
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“Dolly Chugh applies the power of a growth mindset to work on equity and inclusion at
a time when it is much needed. The Person You Mean to Be is essential reading.”
—CAROL DWECK, bestselling author of Mindset: The New Psychology of Success
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