A Beginning Conversation on Diversity and State Planning
This beginning conversationon diversity and state planning took place among Esela Casas, Teresa
Cosby, Marc Halloway, Don Isaac, Lillian Johnson, Nell McBride, Lillian Moy, Toby Rothschild, Jan
Waker and Randi Youdls. It took place by email and conference cdl, and was compiled and edited by
LillianMoy. Thanksto dl the participants for giving their time and thoughtsto the didogue, to MIE for the
invitation to Lillian Moy, Lillian Johnson and other members of the African American Project Directors

Association, and to Teresa Cosby for suggesting that we address Diversity 1ssues and State Planning.

Lillian M: We agreed to begin our talk by asking why state planning and reconfigured programs
requireusto addressdiversty. Why isdiversity a particular issue of concernaswe deal withstate
planning?

Jan:  Why isdiverdty anissueto consder in state planning? Isn't it like breathing to us? Isn't it alot
of what we're about? Why isit anissue???...1 think it isgood to conscioudy makeit an issue so
we can really look at it...so that it won't just be platitudes...

Lillian M: Has state planning furthered divergity in our community? In the earliest years, diversty
didn’t evenregigter onthe “ platitude’ level. We spoke about leadership and diversity of leadership
in an early, early draft of our state plan, but it was later edited out so our plan would respond
specificaly to one of the earlier program letters. Arethere states and regions where effective state
planning hasresulted in greater diversity in staff or leadership, or more effective servicesto diverse
dients?

Randi: Theissuesof diversty withinthe legd services community are inextricably connected to the issues
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Marc:

of planning. Why do we pursue state planningin the first place? Perhaps the most basic reason
isthat finding ways to increase and ensure “systemwide’ effectivenessis madedl the more urgent
by the growing concern of our leaders and managersthat we may not be able, ina changing society
and changing environment, to meet the demands for increased and improved delivery of services
without changing the ways that our organizations and systems function....In the context of this
conversation—-ensuring diversity and multi-cultura competency within our state equa justice
communities so that we can better respond to change on the macro leve and so that we can better
target our scarce resources—we need to discuss how we can ensure that our organizations and their
deffsare diverse and we need to explore ways inwhichwe can accomplishthis withlessfrustration
and difficulty.

| think you first need to discuss what you mean by “diverdty.” For somethe term diverdty isa
broad term that embraces many different aspects of our community, including race, age, gender,
ethnicity, sexua orientation, disability, to name afew...it's important to have adiscussionabout the
term to set the context in which you are operating. It's aso important because it helps set asde
assumptions that caninhibit progress and it can help ensure that al fed included in the discussion.
... [I]t isimportant to incorporate diversity into state planning ... because it helpsmove usfrom the
tdk to the wak phase. Tdling metowak isonething. Explaning to me why you are going to
walk, where you are waking, why youwant meto walk, and asking me to wak with you, as well
as asking how | suggest getting to where you want to go and if there isanywhere 1’d like you to
wak withme, isquiteanother. Thelatter gpproach isthe more likely way of getting meto put one

foot in front of the other. Incorporating diverdty into state planning provides the opportunity to
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explan why and whereyou are waking, to map the path for reaching your destination, and to get
others to walk there with you.

Teresa: We mug dl remember that while diversity isan inditutiond issueit is aso a persond
issue. Successin bringing thisissueto the forefront depends on theindividua willingness of people
within an organization to put the topic on the table and to keep it there. An example would be
South Caralina sstate planning process. After the May diversity conference in Washington, each
individud in the room assumed persond responghility to promote diversity within their particular
organizations. In South Carolina we were pulling together the Board structure for the new
organizetion. Upto that point diversity had not been discussed or even consdered. Oncetheissue
was placed on the table it was readily embraced by the mgority.

Lillian M: How are you dedling with it on the Board level?

Teresa: We have amgority who agree that diversity is an issue and so we got specidty barsto
make appointments, two from women lawyers, three from black lawvyers. But thereis a faction
who don't think that those groups should get any preferentid treatment ... This ... illudrates the
immediacy of addressing divergty asstate planning is occurring now. This process promotes the
best opportunity to indude diversty initiatives in our state plan. These initiatives can track the
nationd strategy to basicdly “bring it home’ and make a real impact on our nationa justice
communities. Viahility isdso atained for these initiativeswhenwe can say they are supported by
LSC and NLADA..

Lillian M: Isthat kind of attention being paid to diversity in board composgition in other states that

have moved to statewide programs or much larger programs?

-3-



Randi: Since the May conference that took place here in Washington DC, | have heard from a number

Nell:

Toby:

Neil:

of people who actudly made a personal commitment at that conference to bring diversity hometo
their state justice communities and are doing so.  Since then, there has been some aggressive or
asertive efforts by people to try to introduce the subject of diversity, multi-cultura competency
and leadership within the discussons that are taking place in Sate justice communities.

The reorganization and collaborations arigngout of state planning give us an opportunity to address
some of the obstacles to diversity on our staffs and in our work, but also raise a new set of
problems that need to be addressed. At the very top, the combination of programs will reduce the
number of women and minorities who have formd rolesin naiond forums. We need to be very
explicit about how people below the leve of director can exert nationa leadership and learn from
the experience....One of our chalengesis to make sure that the leaders of larger inditutions begin
immediatdy to take advantage of their 9ze:  regiona recruitment fairsare now feesble when they
were not before....

With asmall program, | had a new lawyer to hire every other year or so as opposed to knowing
that thereis going to be enough turnover that it makes sense to do those kinds of fairs.

We should [aso] be moreflexible about offering professional devel opment among different offices
and units. We should look right away for the means to engage womenand people of color instate,
regiona and nationd initiatives. Isanyone looking a how wdl the big new programs are taking

advantage of these opportunities?

Lillian M: Toby, have you seen any of that play out with Long Beach joining a much larger program?

Toby:

Yes. There is no questions that we have now started moving people around within the
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organization, the Long Beach office has seen a greater increase in diversity. We brought in some

new people. | think there has definitely been changesin that way that have been positive.

Lillian M: Toby, in the planning process that led to your reconfigured program, did you address the

Toby:

Jan:

Toby:

Jan:

issuesof diversty interms of gaffing or dient servicesinyour planning and inyour implementation?
In terms of the pecific merger of L.A. and Long Beach, it was not something that was on the
surface anywhere. It wasnot discussed anywhere.... Astodiversty inservicedeivery intheregion,

whenthe now three programs inthe L.A. County regionlooked at advocacy together, that was an
issue we have been addressing and looking a. For example, we are addressng Adan language
intake as ajoint project of the three programs with anon-LSC local program in away that none
of us could have done it done.

And not only do we need to look at diversty in terms of race, gender, sexua orientation, disability
but dso | think we need to look at diversity as where different people are coming from, wherethey
comeout of. For example,...lawvyers and non-lawyers...l think we haven't made full use of just a
tremendous resource that is non-lawyer advocates.

That getsto Marc’ s point about each personwhen they think about the word diversity, adifferent

image comes to mind and one of the firgt things that any groups talking about it hasto do isto say
“what do we mean, how do we define diversity, how broad is our concept of diversity?

| think another diversity is rurd/urban. | fed that we're going to have to look at it with larger

programs.

Lillian M: Although my sense isthat that one does get addressed.. Especidly in state planning, it's

one of the firg issues...whenwethink about the geographic impact of reconfiguration, it’sthe first
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thing that comes up. It'sevenwhat | hear L SCistaking abouit...should an urban area anchor the
rural areaaround it.

Teresa: In the South Carolina process that has been the one area that has been the most
discussed.

Randi: | think we re more comfortable at least having the conversation about urban/rurd and differences
in urban/rura or what we' re going to do to ensure that urban clients are served equdly with rura
clients or viceversa. | think we re much less comfortable having the discussion about racid and
ethnic diversty demands tha are being made on gate justice communities.

Jan: | guess| would beinclined to agree. .. but | dill fed strongly inregard to the lawyer - non-lawyer.

Randi: | do think you're right, that there are times that many non-lawyers would say that they are not
vaued for ther uniquenessand personal contributions just as there are many womenor many Asian
Americans or many African Americans who in certain environments say that they’re not vaued.
So it doeslead usinto that rich tapestry of the diversty conversations.

Lillian M: It's very common that the attorney staff remain primarily white but that the pardegd and
support seff are primarily people of color. When we look at an organization’ s diversity, if we're
not vauing and respecting non-lawyers ... then we're cutting out alot of the people of color.

Don: It is not enough to have persons of color as our receptionists and secretaries and paralegals.
Managing Attorneys, Litigation Directors, Deputy Directors, and Directors positions dso should
be as diverse as our dient populations .... In Florida, because of mergers, ...[there ig] the red
possibility that there will be one person of color in a director postion in the entire state, LSC

funded or not. Although through change opportunities arise, there is very little prospect of a
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Estela:

contingent of persons of color being ina positionto assume directorships or postions of leadership
inthe near future.  To my knowledge, there are no morethan 10 management leve attorneys who
are persons of color in the entire state in lega services programs. Y et Floridais one of the most

diverse gatesin the country. | think thisiswrong.

Divergty can have abroad meaning and is perceived differently by individuds, but for Sate
planning purposes, the question is whether we as a justice community are truly committed to not
only diverseleadership withinvarious levels of our organizations, but whether or not we vaue that
samediversty at the top leve of those organizations just as much. We should al be concerned that
the impact of sate planning in Forida may result in only one director who is a person of color.
However beneficid the effects of state planning are, if intheend the result isthat the reconfiguration
process diminates everyone except white maes from postions of leadership, then while we have
talked about “going forward,” we haveinfact“waked backwards.” Thenet effect isthat our dient
population also walks backwards with us.

Having sad this, diversity for diversty’s sake doneis not the god. Wemug ingg, for the bendfit
of our clients, that our diverse leaders possess multi-cultura competencies in order to adequately

respond to the ever changing faces and needs of our dlient communities.

Lillian M: With regard to mid-level management, I’'m dectronicaly trying to collect the names and

emall addresses of middle managers of color who are in the New Y ork/New England area for
purposes of developing a mailing lig ... tell me, would the number 20 to 25 middle managers of
color be surprisingly low to you in this region?
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ALL: Yes

Lillian M: | have been ruminating....now low could this number redly be?

Teresa: Wdl, thismay help. In South Carolina, where we have an African-American population of
30%, we only have five black mde atorneysin legd servicesin the State. That was afigure that
shocked me.

Nell:  To me, that redly emphasizes what I’ ve been saying for sometime now about the need for alot
more data and a lot more sophisticated andyss of the data that we have. Weredlly just don’t
know except by fed what has happened over the last tenyearsinterms of longevity, pogtion, sex,
race; the lack of information isredly an obstacle to knowing where we redly need to be putting
resources.

Lillian J.: What does [our] leadership look like now and what will it look like in, say, five years?

And what is the community’ s responghility to make changes?

Jan: | think that leadership begins from the very beginning. What | meanisthat | think oneof thethings
that we cando ishave our offices redly connect up with the law schools. Offer opportunities for
clinica placement for people and offer people who would offer diversity to offices.

Lillian M.: At the recent AAPDA mesting, | think it was James Head who said we ought to bring
high school and college kidsinwho are fromthe communitiesthat we' reserving and give them an
ingoirationa view of whet legd services work cando before the world makes them lessidedlidtic.

Teresa: | think that we could have more Structure to the process. Once we bring people into our
program then how are we going to train them to be leaders? | have always liked the concept of

the Leadership Training Ingtitute. Something aong that line so we can have a more structured
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nationwide processto bringpeopl e into the legd services cultureand to cultivatetheminto effective
leadership roles. Even if it ign't the traditiond roles, and | think if we are getting larger, we can
create more roles....those opportunities are there.

Marc: What aleadership inditute addsisit dlowsyouto work with people where they are and how they
define leedership and how they perceive themsdves as |eaders because that’ show you get people
to truly take responsbility and start acting as leaders.

Lillian J: 1 just wanted to offer more specifics about what can be done locdly in terms of
developing leadership. | think taking advantage of opportunities that present themsalves, you
know, the quick fixes, but dso being in amind set that diveraty isahigher priority thanit hasbeen
in the past because it helps us to be more effective law firmsfor our dients. Butin additiontothét,
| think that there are opportunitiesfor usto create an environment where spending more and more
time inlegd services because of opportunitiesto be involved intheir community and opportunities
that are supported by our loca programs that include active involvement & the bar leve. | mean
redly supporting it by making sure thet there are some opportunitiesfor bar membership, support
aswdl as expectationthat part of what youdo isto interact with the legal community...count these
additiona projectsvery muchlikewedo cases. ...Hereat CLS in Arizonawe ve decided to create
asenior attorney pogtion that someone who has been in practice for as little as four years could
aspire to get to and it involved ether working on a particular case during agiven year that would
result ina ggnificant impact on the dient community or aproject likethe supervisor for our NAPIL
housng project was offered to a g&ff attorney who happened to have been in her lifeime a

VISTA. Sheembracedit...and she' staken the project and redlly developed it into amg or success
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Nell:

Toby:

Marc:

for our dient community...She' shicultura and it’ sresulted inagood experiencedl around....\When
you have convinced people to concentrate on diversty, thenthey cantakeadvantage of and create
anenvironment where people will be looking for opportunitiesto participate morefuly inddivering
sarvicesto clients. That'swherewe |l get our pool of leadership.

Thoseareredly goodideas and | think there are anumber of other things that athoughtful director
can do to develop leadership. Strongly encouraging people to participate in community-based
leadership programs would be away to aggressvely promote loca recognition of staff. And then
generdly judt publicizing what people do, redly thinking about the media, thinking about cdling
attentionto the efforts of people that you want to promote as leaders and those things can be sort
of sdf perpetuating. If you get someone in the paper afew timesthey’ re more likely to bein the
leadership program, more likely to be recognized for awards and to have some red authority.
And again, some of those things, particularly the onesthat Lillianwas taking about, are beautifully
suited to Nell’scomments about the newly larger programs and the ability to create those kinds of
things

What | like about Lillian's framework (and | actudly participated in avery smilar program when
| waswith AtlantaLegd Aid), is that it dlows the staff person avery comfortable framework to
definewhat youthink of asleadership and what your leadership abilitiesand potentids are. .... And
it does have an impact on a more diverse leadership because sometimes| think that the leadership
roles and the positions that we ve developed hitoricaly in lega services, whether intentionaly or
not, are tied to different diversity aspects and do come easier for people depending on what

makeup they might be. Whereas when it's more about the individud taking responsbility and

-10-



developing the leadership that plays upon thar skills, there’ s an opportunity for more diverse
leadership.

Lillian J.: | think that’sright. The other thing that goes back to the problem that we havein
retaning adiverse gaff, iswhenthe project director or director of advocacy hasgivenclear Sgnds
that what they value are lawyerswho are involvedinimpact-oriented cases and that’ sit. Thet gives
adgnd dso. Everything that leadersdo inalaw firmgivesinformationto people who are looking
to them for a 9gnd on whether or not they are valued or their work will be credited. So that
leaders have an obligation to dter their language and to dter their behavior to be consstent with
aleader and a spokesperson who truly understands and appreciatesthe vadue of diversity at every
level of our saff aswell as throughout our client community.

Lillian M.: Especidly important for someone who is leading a sate planning effort?

Lillian J.: Absolutely important. They can’'t make any assumptionsat dl. They haveto be very
purposeful and they have arespongbility to do that.

Lillian M.: When we see or hear about aleader in the state planning movement who is not
demondrating that understanding or commitment, what should we do? I’'min New York and |
hear about another state, hear an anecdote or see an email ??

Lillian J.: | think you haveto take that on a case by case basis. It'scertanly very persond. I've
made a promise to mysdlf that there won't be atime when | either observe or overhear or I'min
apogition where I’m exposed to behavior or commentsthat | find offensive that | won't try to act
onit. Now what that action would be depends upon the set of circumstances. But | think thet is

a each person’sindividud levd.
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Teresa: | made the statement that diversity should be a persond individud vaue but | dso think that

Toby:

Randi:

Jan:

to truly implement it, it must have some organizationd impact. That you just can'tisolateit and say
| believeinit. We want our organization to be diverse and it can't be happenstance. There has
to be some Sructureto it in your organization to promote it and you have to have a standard by
which you're going to cregte diversty.

Not just how you' re going to encourage it, but how you're going to measureit.

When we have these diversity conversations as we' ve had over the last 20 some years, we are
often looking for avery quick fix, and when it doesn't hgppen, then we move on to other issues
until five yearslater whenwe dl say wow, weredly have to do something about that. So perhaps
what we need to do isstart factoring inthese discussions that we' re having about diversity into our
long range planning and say where do we want to be in ayear? Where do we want to bein five
years? What do wewant our workforcesto look like? What do we need in terms of recruitment
and retention policies and practices to ensure that we do that whenwe get there and stop thinking
of it as something we want to fix in the short run, athough that’s important but also begin now to
ingtitute policies and practices that make sure we are where want to be in 365 days or five years
from now.

| liked and totaly agree with the suggestions that we set concrete, measurable gods indeveloping
amorediverseworkforce and leadership teams....these spedific actions that we take will put “feet”
on our values, so that “diveraty” wont' be just a nice idea/a nice thing to discuss, but will truly
become aredlity....I think the broadest brush of diversty, that every one of usisaunigue individua

with our own “frame of reference,” whether this comes from race, nationd origin, gender, sexud
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orientation, disahility....encourages us to look at the broader issues of treating people/each other
with respect and respongbility....Our state planning groups need to be a safe place for such
discussions, not power and control games and “big politics”
Lillian J.: | think these comments are going to be onesthat are helpful for people to read and say

I’'m not in this done.. ...l think that the quick fix, or taking advantage of a vacancy, from my
vantage point is okay. | just don't want people to depend on quick fix as the only thing. The
reason | say that isbecause | want people to think about opportunities that are presented to them
now and not just be comfortable with planning for our future. ... | think that diversity will become
suchapart of our community’ svauesthat as much emphasis as we actudly give to providing high
quality effective representation would include meking sure that it’s done with a diverse staff and
with a culturd competency that embraces the concept of diversity into each and every individud
that participatesin the process. Thereason | stressthat is because | think that the sooner we're
able to actudly change some minds, affirm other minds and give support and credibility to those
who are usng this environment that we have heped create, the better our community will be able

to accomplish the god within the next severd years.
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