Welcome to the

BLIND SPOTS TEAM

DISCUSSION GUIDE

INTRODUCTION

In.clu5|_on is about ea_ch person fgellng valued and con_nected. INCLUSION DIVERSITY
Diversity is about a rich mix of differences encompassing SRR -
; . . Each person e —— Rich mix of
everything that makes you uniquely you. The extraordinary feeling valued differences
and connected PERFORMANCE

happens at their intersection when we value, include and
learn from diverse people and perspectives. When we do
that, we generate stronger commitment, more creative
solutions and better results.

The extraordinary happens at their intersection

Inclusive leadership enables us to tap into UnitedHealth Group’s diverse people and perspectives to solve
some of our most complex challenges. One of the behaviors of Inclusive Leadership is to “Be Aware of
Your Blind Spots and Your Impact”. This team exercise is designed to allow you (the leader) to learn
together with your team, building knowledge of unconscious bias and committing to reduce bias and
create a more inclusive culture.

INSTRUCTIONS

e This document provides you with everything you need to lead a discussion on Blind Spots.

* You do not need to be a subject matter expert in this topic, nor do you need to be a seasoned
facilitator. This is a discussion. Your role is to lead the conversation and ask questions.

e Everything you need is attached within this document and indicated with this icon. @
If not already open, make sure the Attachment panel is displayed on the left. Q

*  Think about your participation in four areas:

PREPARING (pre-work)

DISCUSSING (session)

REINFORCING (optional follow-up touchpoints)

Click a button to go to the page
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https://hubconnect.uhg.com/groups/inclusion-and-diversity-learning/projects/inclusive-leadership
https://hubconnect.uhg.com/groups/inclusion-and-diversity-learning/projects/inclusive-leadership/pages/be-aware

PREPARING

SET UP LOGISTICS SESSION PARTICULARS

e Prepare for the meeting location —
o Group size:
— Secure room, if in person . 3-10 people
—  Set up virtual meeting room (WebEx, Zoom, etc.) PeopIe.
. . . e If more than 10, break
I meeting virtually into smaller discussion groups
e Send meeting invitation or add to the agenda of an existing for portions of the convegrsatﬁ)n
team meeting (prework can be copied and pasted into it or P :
sent separately, below)
* NOTE: to create a more inclusive meeting environment
strive to have everyone join the meeting by the same
modality (virtual or in-person). See page 3 for more tips.

Timing:

e Minimum of 25 minutes.

* May take longer depending on
number of participants and depth
of discussion.

@ SEND PREWORK

Open the Action - Pre-Work for Blind Spots Discussion

message (found in the Attachments panel to the left).

This will open an Outlook meeting invitations with a draft message.
e Customize the email (paying special attention to the text in red).
* Send it to the team.
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DISCUSSING

REVIEW LEADER SLIDES
Open the DiscussingVideo-BlindSpots PowerPoint deck (found in the Attachments panel to the left).

»  Save the PowerPoint to your own computer for easy access during the session.

e The notes in the PowerPoint deck will guide you through and provide you with what you need to
guide the conversation.

e Make special note of the suggested timing in the hidden slide at the beginning and think through how
you will manage the time or adjust, if necessary.

MAKE IT PERSONAL

e Storytelling is a powerful tool that encourages empathy and relationship building and makes learning
memorable for all. Consider preparing a short (2-3 minute) story or two that could be told about how
unconscious bias has affected you.

»  See the Discussion Leader Preparation hidden slide at the beginning of the deck for websites with
story ideas, if helpful.

e Ifyou'd like to learn more about elements of storytelling, check out this resource.

CREATE A SAFE INCLUSIVE MEETING SPACE

It's important to create a meeting space that feels safe for everyone to contribute, especially on topics

such as unconscious bias. Use these tips to help create such a space:

e Strive towards having everyone enter the meeting in the same modality. It's easier to be inclusive
if everyone is virtual or everyone is in the room. Mixed virtual/in-person meetings are more
challenging.

When discussing “Reminders” on the Our Time Today slide, be sure to ask “are there any other
guidelines we want to identify as a group to encourage a more productive and open
conversation?”

e Occasionally open up a space and invite those who haven’t been speaking up to contribute.
Example: “I'd love to hear more...is there anyone who hasn’'t spoken up that has a thought to share?”
or “Does anyone have an alternative view to share?”

*  Watch for people interrupting others. Be sure to give the person interrupted a chance to voice
their thoughts. “I'd like to hear more of what [X] has to say...” or “[X] | would like to hear what you
were going to say, can you finish your thought?”

e For more tips see this article on How to Run Inclusive Meetings
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https://hubconnect.uhg.com/docs/DOC-111137
https://www.forbes.com/sites/rebekahbastian/2019/05/28/how-to-lead-inclusive-meetings/#510fba2bffed

REFLECTING 2

REINFORCING

SEND FOLLOW-UP EMAIL AFTER SESSION

Open the Follow-Up from Blind Spots Discussion message (found in the Attachments panel to the
left). This will open an Outlook meeting invitations with a draft message.

e Customize the email (paying special attention to the text in red).

* Send it to the team.

ANY ADDITIONAL FOLLOW-THROUGH NEEDED?

e Were there any actions or promises made (by you or others) during the discussion that require
follow-through? Be sure to get answers, share information, or reach out to others to ensure that
follow-through happens. It's an essential step in building trust and creating an inclusive environment.

@ REINFORCE (1 MONTH LATER)

You know how busy things get and how easily things can fall lower on our priority list, even with the best

of intentions. For maximum benefit, continue to review, reflect and reinforce what was introduced during

this discussion in team meetings, conversations, and even formal communication. A sample email is

included here as one way to reinforce the learning and keep it top of mind.

e Open the Reinforcing our Blind Spots Discussion message (found in the Attachments panel to the
left). This will open an Outlook meeting invitations with a draft message.

e Customize the email (paying special attention to the text in red).

* Send it to the team.
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Action - Pre-Work for Blind Spots Discussion



Greetings Team!

 

I’m looking forward to our discussion scheduled [INSERT DATE/TIME]. In preparation for our conversation please complete the following two actions (estimated time to complete: 10-15 minutes):

1.	Watch this 2 minute video on Blind Spots. 

2.	Reflect on the following questions:

*	What messages in the video surprised you?

*	Have you ever found yourself “writing off” or rationalizing a snap judgment as an honest mistake?  What lesson did you learn from this experience?

*	In what types of situations do you find yourself allowing your brain to work on autopilot?  How can you exercise your conscious brain more to reduce blind spots?

*	What UnitedHealth Group Principles can support us in being aware of blind spots so we can mitigate for them?

 

We’ll review this quickly when we meet, but here’s the framework of our meeting to set us up for a successful discussion:

*	Meeting Outcomes: to gain clarity on what blind spots are and how they affect us and we’ll identify a personal “I will” and a team “We will” statement as actions going forward.  

*	Meeting Roles: my role is to help lead the discussion; your role is to actively participate in it

*	Meeting Reminders: contribute/don’t dominate, be here now, assume positive intent.  Are there any other guidelines we want to call out to encourage a productive and open conversation?

 

[insert your signature line here]




Discussion Leader Preparation

Your role as the Discussion Leader is to lead the conversation.  No special subject matter expertise is needed.  Everything you need is provided to you.  

The notes in the PowerPoint deck will guide you through the flow of the conversation (see next slide for topics, desired outcomes, slide numbers, and suggested timing).

You can add to the richness of the conversation by sharing personal examples and stories (particularly on slides 8 and 9) . If you can’t come up with your own, check out these sites to stimulate ideas or use as examples:

https://emtrain.com/blog/unconscious-bias/real-world-stories-of-diversity-and-bias/

http://www.theinclusionsolution.me/stories-from-the-front-lines-the-epiphany-unconscious-bias/

https://www.theatlantic.com/notes/2017/06/unconscious-bias/529464/

https://www.acc.org/latest-in-cardiology/articles/2020/01/01/24/42/cover-story-implicit-bias-recognizing-the-unconscious-barriers-to-quality-care-and-diversity-in-medicine
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Topics, Timing & Overview



		Topic		Suggested Duration		Purpose / Desired Outcome of Topic		Slide

		Conversation set up		3 min		Set expectations for time together and meeting outcomes		4

		Define Blind Spot		2 min		Ground everyone on how the video defined blind spots		5

		Your Reaction		5+ min		Clarity on these points: unconscious bias is normal, we are all on the giving and receiving side of it, we need to recognize blind spots before we can do something about them.		6

		Good or bad?		3 min		Clarity on these points: everyone makes cognitive short cuts; they are not always a bad thing		7

		Examples of blind spots		5+ min		Begin applying learning and get people prepared to write I will and We will statements		8

		I Will & We Will		7+ min		Identify how to take action individually and as a team		9

		TOTAL TIME:		+/- 25 min				
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Blind Spots

Team Discussion





Minimum time: 20-25 minutes, but the discussion could get rich and you may want to allow for more time.  
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Our Time Today

Outcomes:

Gain clarity on what blind spots are and how they affect us

Identify personal “I will” and team “We will” statements





Roles:

Lead the discussion, not teach

Your role – actively participate in discussion



Reminders:

Step up and step back

Be here now

Assume positive intent





Anticipated Time: 2-3 minutes



This is just a quick reminder of what was in the email with the video link.



Today, we’ll be discussing the blind spots video you watched.  Through that discussion our goal is to gain clarity on blind spots and how they affect us.  And we are striving to have a couple of actionable items we can do by identifying a personal “I will” and a team “we will” statement by the end of our time.



There’s no content to be taught; we’ll spend our time having a conversation.  My role here today is to lead our discussion about blind spots so we can get to the outcomes identified.



There are a list of reminders here to help us have the best discussion possible.  And the first one is a helpful reminder for your role as active participants.  

ASK: What do you think ‘step up and step back’ means? [Once the point is made, move on.  No need to reiterate or ask for other options] 

Answer you are striving for:  step up and contribute and then leave space for others to contribute so all voices can be heard.; don’t dominate.



Minimizing distractions to “be here now” and “assuming positive intent” are the other reminders.  

ASK: Are there any other guidelines we want to identify as a group to encourage a more productive and open conversation?

[leave a little bit of silence for anyone to speak up, but it’s okay if there are no additions.]

NOTE TO DISCUSSION LEADER:  It can be tempting to skip this question to save time, but this is an important step in creating a safe and inclusive environment for everyone to contribute. 
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what is a 
Blind Spot

?
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Anticipated Time: 2 minutes



ASK:  How did the video define “Blind Spots”?



Potential answers:

Unconscious Biases 

Mental Shortcuts that help us make sense of the millions pieces of data that we intake every second

Cognitive short cuts using past experiences to make assumptions
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what 
STOOD OUT 
to you?

Our unconscious mind makes 90% of decisions without knowing it…

We’re wired to make 
cognitive short cuts, 
 using past experiences 
to make assumptions…

Blind spots are part of the human condition…

Our brains are over-loaded with 
11 million 
pieces of information 
every second, yet we can only process about 40 of them…

Our choices have consequences – 
for us and the people we interact with…

Living our lives with 
blind spots 
can put us in a tunnel – 
same point of view, 
same decisions, 
same outcomes…  







Anticipated time: 5+ minutes



NOTE: What you see on this slide are quotes that were taken directly from the video.



ASK: What stood out to you when you watched the video?



Ideally, the conversation will bubble up the following points:

Unconscious bias is normal; everyone has it

We have all been on the giving and the receiving end of unconscious bias

If we’re able to acknowledge our blind spots we can do something about them so we can be more innovative and make better decisions



If you're not getting the conversation you want, you can ask these prompting questions:

Did anything surprise you?

What type of cognitive short cuts might you take daily?  (parking in the same space, buying the same brands, choosing the same food for a meal)

What was your reaction to X [pick one of the video quotes from the slide]?
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Anticipated time: 3 minutes



Blind spots are part of the human condition….everyone has them.  

ASK: Are all blind spots bad?



Ideally, the conversation will bubble up the following points:

We’re all wired to make cognitive short cuts – everyone does it 

Cognitive short cuts are not always a bad thing



ASK: What’s an example of a natural blind spot you might have or might even be helpful in certain situations?

Possible answers:

Favorite sports team

Favorite food

When you make unconscious choices that keep you safe (like jump away from a noise in the grass because it could be a poisonous snake)
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How have you seen unconscious bias play out in the work place, in the team, and/or in your personal life…

?
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Anticipated time: 5+ minutes



RECAP:  

So far, we’ve…

Defined blind spots as unconscious bias or mental short cuts

Identified that everyone does it (it’s simply part of human nature), 

And, in fact, it’s not always a bad thing.  

But, if not acknowledged and mitigated it limits innovation and can put us in a tunnel where we make the same decisions, and get the same outcomes.



Now let’s talk about where you’ve seen or experienced blind spots at work, within teams, or maybe even within your own personal life.

Prompting question: What do you think could have been done differently?



I’ll get us started…  Personalize the conversation with your own personal story or example.  This opens it up for others to do the same.  [if you need prompts, see the resources at the beginning of this for discussion leaders]





Ideally, the examples will help bring life to the following points:

Unconscious bias is normal; everyone has it

It’s not easy to identify it and mitigate for it in the moment

Everyone has been on the giving and the receiving end of blind spots

Blind spots can happen everywhere and with anyone – at work, at home, when shopping, walking or driving around; with friends, strangers, co-workers, acquaintances, and family members
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We all have blind spots.  
Once you accept that you have them, you can choose 
to do something about it.  
It’s time to check your blind spots and 
focus on what’s possible.
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I will…

We will…





Anticipated time: 7+ minutes



NOTE: the quote shown here is the last thing said in the video.



A keen awareness of our blind spots is the first place to start if we are going to be able to do something about them.  We need to take action both individually and as a team by creating “I will” and “We will” statements.



ASK: what will you do to become more aware of how unconscious bias shows up or when you’re more susceptible to it?  

I’d like everyone to come up with their own personal “I will” statement to focus on.  

You do not need to share it with the group unless you want to.

Discussion Leader: if you are comfortable sharing yours, you may want to give them an example of what you are committed to doing to become more aware of how unconscious bias shows up in your life.

[Give 3 minutes for everyone to start forming an idea and capturing it].



ASK: now, what can WE, as a team, do to gain better awareness of how blind spots might show up in our meetings, in the work we do, or in other ways?  

Let’s come up with a “We Will” statement for the team to focus on in the coming months.  

[Lead the discussion for 3-5 minutes to get to a We Will statement that the team can agree upon]



Some example “We Will” statements:

We will specifically ask for different points of view and for team members to call out potential blind spots before finalizing a solution for consideration.

We will each research a type of unconscious bias and educate the team on what it is and how to mitigate it.

We will commit to doing one of these I&D in the box sessions every [month/quarter] to learn more.



Thank everyone for their time and their participation and encourage them to take time to identify concrete actions that will help them work towards their I Will statements.
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Follow-Up from Blind Spots Discussion



Hello team.

Thanks again for your participation in our discussion on blind spots.  I appreciate your willingness to engage on this very important topic.

 

Together as a team we created the following “We will” statement:

[insert the team “We Will” statement here]

 

I encourage you to reflect on the conversation we had:  What did you learn from it?  Did you see something differently?  Maybe learn something new about a teammate?  What insights can you pull from the discussion?  We will continue to talk about this in team meetings, so be thinking about what we can start, stop, and continue doing to bring this to life.  

 

We also created our own “I will” statement and it’s important that we hold each other accountable.  As an example I’m going to share my “I Will” statement here and ask that you all help me along in this journey…

[if you’re comfortable, share your “I Will” statement with the team]

 

I’m sharing these helpful resources as you begin to consider how you can take action on your “I will” statements:

*	Why Growth Mindset is Crucial to Inclusion

*	Inclusive Meetings (from the Culture Infusion Series) 

[depending on what was discussed during your meeting there may be other resources worth highlighting from the I&D Learning System that can be featured instead of or in addition to what’s listed above]

 

In addition, 

[if you identified any action or follow-up items during your discussion include them here]

 

I look forward to seeing what we can do, individually and together as a team, to combat unconscious bias and create a more inclusive environment for everyone.

 

[insert your signature line here]




Reinforcing our Blind Spots Discussion 



Hello team!

 

Now that some time has passed from our discussion on blind spots, I wanted to connect with you to encourage you to reflect on your “I Will” and our “We Will” statements:  

*	What has gone well?  

*	Where have you/we gotten stuck?  

*	What could you/we continue to do to combat our blind spots?

 

In addition, I want to provide you with these resources to help us in our continued journey:

*	The remaining videos in the Blind Spot Series

*	The full Culture Infusion Series

 

I encourage you to take a look and find additional ways to create a more inclusive environment for everyone.

 

[insert your signature line here]





