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“Inclusive Leadership”
If we build it will they come?

“No culture can live if it attempts to be exclusive”

~Mahatma Gandhi~

Chief Warrant Officer (CWO) Necole Belanger, MMM, 
CD, is a graduate of the Officer Professional Military 
Education Programme, the Canadian Security Studies 
Programme, the Executive Leaders Programme, and the  
Non-Commissioned Member Executive Professional Development 
Programme. She holds a bachelor’s degree with grand distinction 
from the Royal Military College of Canada and a two-year col-
lege diploma in Law and Security Administration from Loyalist 
College of Applied Arts and Technology. A military policewoman 
by trade, CWO Belanger has been employed as the Strategic Joint 
Staff CWO, the CWO for the Strategic Response Team on Sexual 
Misconduct in support of Operation HONOUR, the 16 Wing 
CWO. In 2018, she was appointed to her current position as the 
Formation CWO for the Canadian Defence Academy.

Introduction

M
any senior leaders of the Canadian Armed 
Forces (CAF) have worked extremely hard 
to create diversity within the institution, yet 
as an organization we still haven’t been able 
to fully understand and embrace or facilitate 

inclusivity because we have not yet gone beyond the rhetoric. 
True, we have committed to the ‘diversity talk’, which can be 
seen through the CAF Diversity Strategy and training, but insti-
tutionally we have yet to wholly embrace the ‘diversity walk’ 
such as networking and mentoring of marginalized groups by 
the true power players of the CAF – those who continue to be 
predominately those with white male privilege. To go beyond 
the rhetoric we must invite all subordinates, including white 
males to the party. After all, inclusivity is much more than  
just the composition of our members by sex (male/female), 
ethnicity, race, sexual orientation, and privilege, rather it has 
to do with how we relate to each other. In other words “diver-
sity is about counting numbers. Inclusion is about making 
numbers count.”1 

by Necole Belanger
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Lieutenant (N) Susannah Chen from Team MARPAC waves to crowds that came to greet the Nijmegen marchers in the town of Elst, Netherlands, 17 July 2012.
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Inclusion Is the Key That Unlocks the Power  
of Diversity

Inclusive leadership, more than any other leadership theory, 
is about follower behaviour. In order for it to work, those 

who hold positions of power as the majority and hierarchical 
decision-makers, must adapt to followers just as followers 
must conform to these leaders.2 Therefore, if you subscribe to 
the premise that leadership is a relationship then most of what  
I am about to say should not come as a surprise to you. 

“Successful group outcomes aren’t guaranteed by the simple 
recipe of “Just add diversity.”3 It has to be part of the overall 
strategic plan because “inclusion is the key that unlocks the 
power of diversity.”4 Think about the 2015 External Review into 
Sexual Misconduct and Sexual Harassment in the Canadian 
Armed Forces, better known as the Deschamps Report – we have 
attempted to add women, gay men, transgendered individuals, 
people of colour, aboriginals, and even encour-
aged different ethnicities into the ranks, yet the 
CAF is still characterized as a hyper-sexual 
masculine organization with a “combat mas-
culine heterosexual warrior identity.”5 And, 
it is not just white males who embody this 
masculine culture. Former Supreme Court 
Justice, Madame Marie Deschamps, found that 
members appear to become accustomed to this 
hyper-sexual masculine culture as they move 
up the ranks. For example, non-commissioned 
officers (NCOs), both men and women, appear 
to be generally desensitized to the combat 
masculine heterosexual warrior identity, which 
speaks to a larger culture of masculinity that 
is embodied not only by men. There is an ingrained sexism in the 
CAF that is tricky to specify and even more difficult to explain, 
especially for diverse groups, due to the pressure to conform. If 
you speak up you are labelled a “Complainer or a Non-Team 
Player or worse an Outsider”, which only serves to cover up this 
non-inclusive behaviour. In the end, this lack of acknowledgement 
only serves to weaken the CAF’s overall capacity. 

While it is true that the military has made several 
policy adjustments toward becoming more diverse; count-
ing numbers through self-identification, setting goals and 
targets, and attaching a GBA + checklist to everything is 
not really indicative of inclusiveness. Changing entrenched 
views about marginalized groups is difficult, but just 
because it is challenging is not reason enough to preserve 
the status quo. It is this author’s opinion that the CAF has 
not yet completely figured out how the inclusion key fits 
into the diversity lock, nor how to leverage the advantages 
of inclusivity once we unlock the diversity door. Just as 
the problem of sexually inappropriate conduct is not a 
woman’s problem, nor is inclusivity a marginalized group’s 
problem. “Instead, it is a problem affecting the integrity, 
professionalism, and efficiency of the CAF as a whole.”6 

Even well-intentioned leaders committed to inclusive 
leadership can inadvertently exclude diverse groups. As leaders 
we have our ‘go to’ people, those that we share information 
with, those that we include in our decision making processes, 
and, those whose opinions we value most. It is a common held 
philosophy that ‘like attracts like’7 according to social cognitive 
psychologist, Albert Bandura, best known for his development 
of the ‘social learning theory’. Social Learning theorizes that 
people categorize themselves and others based on surface level 
characteristics in order to ascertain who ‘one of them’ is and who 
is not.8 Support for this theory can be found at the very top of 
the CAF leadership ladder, which is mostly white, mostly male, 
and mostly heterosexual.9 This is not necessarily a bad thing. The 
success of diversity and inclusion efforts are greatly enhanced 
by their engagement as champions and advocates, especially 
because of their continued formal and informal positions of power 
and authority within this institution. Nevertheless, I call readers 
to reflect on how many women, transgender, people of colour, 

aboriginals, ethnic minorities, lesbian or gay 
men do you mentor compared to the white 
male soldier? If the answer is none, you may 
unknowingly be what ‘Athena Rising’ authors 
Brad Johnson, PhD, professor of psychology at 
the United States Naval Academy, and David 
Smith, PhD, associate professor of sociology 
at the United States Naval War College, call 
a “homosocial.”10 According to these authors, 
those who engage in homosocial behaviour 
prefer to surround themselves with others who 
look and act like them, almost to the exclusion 
of these other diverse groups. While some of 
you may now be offended and may be tempted 
to disregard this article, I ask you to join me as 

I unpack this argument and hopefully convince you that diversity 
and inclusion is not a zero sum game. It is “not intended to take 
away roles, but to create parity and opportunity for ALL employees 
to succeed.”11 Ultimately, their success is not your failure.

“ALWAYS REMEMBER THAT WHAT YOUR 
SUBORDINATES THINK IS FAR MORE 

IMPORTANT THAN CONCERNING YOURSELF 
WITH THE VIEWS OF YOUR SUPERIORS”

~ historical quote: Sir Nigel Bagnall. Representing
the essence of Inclusive Leadership
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“There is an ingrained 
sexism in the CAF that 
is tricky to specify and 
even more difficult to 
explain, especially for 
diverse groups, due  

to the pressure  
to conform.”



34 Canadian Military Journal  •  Vol. 19, No. 1, Winter 2018   

In-Groups and Groupthink

Surrounding ourselves with those who are likeminded is 
what sociologists and social psychologists define as our 

‘in-group’. An in-group association can have a profound effect 
on favouritism towards one’s own crowd. This concept is also 
known as in-group-outgroup bias. Besides the obvious perils 
of in-group segregation, there lurks the dangers of ‘group-
think,’ a term coined by Yale University Research Psychologist 
Irving Janis. According to Janis, “members of high-status  
decision-making groups may develop such extreme forms of 
camaraderie and solidarity that they suppress dissent, valuing 
group membership and harmony above all else.”12 Janis also 
suggests that groupthink occurs more often than not when 
there is “a strong, persuasive group leader; a high level of 
group cohesion; and, an intense pressure from the outside to 
make a good decision.”13 In a hierarchical system such as ours, 
where inclusivity has not yet been fully embraced, the risk of 
an in-group making faulty decisions is almost a foregone con-
clusion. Take for example the National Defence Clothing and 
Dress Committee (NDCDC), which up until most recently was 
comprised of middle aged white males. This very homogenous 
group was ultimately charged with making decisions on dress 
for women in the CAF, including brasseries, earrings, high 
heeled shoes and pantyhose! 

Unconscious Biases and Privilege 

Granted, blatant expressions of discrimination against 
marginalized members of the CAF have almost all but 

disappeared; however, modern forms of discrimination still 
pose an unjustified, often unconscious challenge. Homosocial 
behaviour is, for the most part, an unconscious bias, and often 
operates below conscious awareness. These social stereotypes 
reside deep in our subconscious and are different from con-
scious or explicit biases that we may choose to conceal for 
the purposes of social and/or political correctness.14 Everyone 
holds unconscious beliefs about various social and identity 
groups, and these biases stem from one’s tendency to organize 
social worlds by categorizing.15 In other words, it is a human 
phenomenon we use to make sense of societal norms and life 
experiences. As humans we have limited cognitive capacity and 
because of this our brains involuntarily have learned to create 
short cuts or make associations when we experience people 
and situations. For example, when we observe a behavior or 
experience a situation, such as seeing a man with grey hair, 
we filter what we see and then draw the conclusion that he 
is old, similarly when we see an obese woman, our natural 
assumption is that she is lazy or the belief that a person of 
Asian descent is incredibly intelligent.16 Comprised of both 
favourable and unfavourable assessments, “unconscious bias 
is far more prevalent than conscious prejudice and is often 
incompatible with one’s conscious values.”17 

Northwestern University professor Alice Eagly and Adelphi 
University professor Jean Chin assert that “people can unknow-
ingly exclude people by means of mindless processes that operate 
beyond their conscious attentional focus, all the while thinking 
that they are choosing the best person for the job or otherwise 
acting in an unbiased manner.”18 It’s easy to see how unconscious 
bias can affect the progress of marginalized groups at work. For 
example, men make automatic gender assumptions about women, 
not out of malice, but simply because these assumptions just 
seem right and natural, even though they are frequently distorted 
overgeneralizations.19 Often these suppositions are detrimental to 
women. For instance, assuming that women “will either want to 
suspend their career at some point to focus on starting a family 
or that women will focus on their careers to the exclusion of all 
else,” is bias based on societal gender norms and expectations.20 
As well intended as these assumptions may be, they can “scuttle 
her advancement and leave her feeling stereotyped, undermined, 
and powerless.”21 Another stereotypical assumption is that all gay 
men possess exaggerated feminine character traits. Naturally, our 
conscious brain knows better but “when we see members of social 
groups perform behaviors, we tend to better remember informa-
tion that confirms our stereotypes than we remember information 
that disconfirms our stereotypes.”22 Fortunately, “forewarned is 
forearmed” and unconscious bias can be mitigated. In many ways 
addressing unconscious bias is an easier process than addressing 
more blatant prejudice.
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The Groupthink syndrome can easily  
set in when leaders continuously reward 
like-minded people and are eventually 
replaced by more people with the same 
characteristics, background and mindset. 
We’ve made progress on the diversity front 
with the leaders we’ve had but how much 
further ahead would we be if our leaders 
had been more diverse….In an ideal world, 
CAF leadership and its members should 
not have to be “labelled and accounted 
for” based on characteristics they were 
born with or cannot change. However, until 
we have achieved an Inclusive Force, we 
will continue to have to track numbers to 
measure and celebrate whatever short-term 
success we achieve.

Major (Retired) Chris Thibault, Special Advisor to 
Director of Cadets, RMC
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As leaders we want to believe that all marginalized groups 
are given a fair opportunity to make it to the upper echelons of 
leadership, but are they? Gender role socialization and privilege 
may have a lot to do with this because society expects different 
attitudes and behaviours from women and men. Generally in 
society boys are still raised to conform to the masculine gender 
role, while girls are still raised to conform to 
the feminine gender role. A gender role is a 
set of behaviours, attitudes, and personality 
characteristics expected and encouraged of a 
person based on his or her sex (born biologi-
cally male or female).23 More often than not 
these beliefs taint our judgements of individu-
als within that group. These judgements can 
be very harmful because people do not feel 
as if they are free to fully express themselves 
and their emotions – take the old adage: ‘boys 
don’t cry.’ Eagly and Chin suggest that “the 
potential for prejudice is present when social 
perceivers hold a stereotype about a social 
group that is incongruent with the attributes that they believe are 
required for success in leadership roles.”24 Meaning, if a woman 
leader shows emotion others conclude that she is weak. Conversely, 
if a male shows the exact same emotion, he is considered compas-
sionate.25 We call little girls bossy if they exhibit leadership, yet 
we praise boys for the exact same behaviour. The point being, we 
have a social problem. In order to really understand this we need 
to examine how we view leaders in the hyper masculine world 
of the military. Dominance, tough-mindedness, ambitious, and 
self-confidence are just some of the stereotypical character traits 
that come to mind. Interestingly and unconsciously, the character 
traits we, both men and women, commonly associate with great 
leaders are agentic (expected masculine), which throws women and 
other diverse minorities into a double bind or a Catch-22 situation 
where you are “damned if you do and doomed if you don’t.”26 

The Dreaded Double Bind

A double bind is defined as (1) a psychological impasse 
created when contradictory demands are made of an 

individual…so that no matter which directive is followed, the 
response will be construed as incorrect. (2) A situation in which 
a person must choose between equally unsatisfactory alterna-
tives; a punishing and inescapable dilemma.27 For example, 
renowned social psychologists Alice Eagly and Steven Karau 
observed that female leaders who engaged in unexpected mas-
culine behaviors or gender cues were more likely to receive 
negative reactions than men who engaged in the same mascu-
line behaviors.28 While Eagly and Karau’s observations were 

directed toward corporate women, their observations do not 
hold up in a military context. According to a recent technical 
report by Defence Research and Development Canada (DRDC), 
which examined the perceptions of 26 women, both officers 
and non-commissioned members (NCMs), in the four combat 
arms (infantry, armoured, artillery, and combat engineer), 

this study concluded that a relatively minor 
number of the participants anticipated any 
negative implications arising from them 
exhibiting a masculine leadership style. 
Moreover, many of those surveyed remarked 
upon the negative associations concerning 
the display of feminine leadership charac-
teristics and almost half of the [NCMs] felt 
that they had to become more masculine 
in order to be seen as effective leaders.29 
Placing such an intense value on ONLY 
masculine leadership traits is problematic 
because our expectations (even for women) 
of how leaders behave are controlled by 

cultural norms – ‘think male – think leader’. The system’s 
failure to put more women in the ‘C Suite’ (an adjective used to 
describe high-ranking executive titles within an organization) 
is due to biases created from centuries of one element (male) 
dominating the system. “We’ve always done it this way can 
be translated to what systems thinking scientists define as a 
reinforcing feedback loop; an action produces a result which 
influences more of the same action thus resulting in growth 
or decline. So, with regard to ‘think male – think leader’, 
humans like and reward what they already know, and thus, the 
system perpetuates itself through the reinforcing of the main 
element. Simply put, male dominance in leadership is fueling 
more male leadership.”30

Privilege

Another obstacle in the race to the C Suite is privilege, 
specifically white male privilege. A study by Catalyst 

Knowledge found that many white men were unaware of the 
notion of their privilege. They failed to recognize that certain 
societal advantages have been afforded to them because of 
their sex,31 however it is not an advantage they can just choose 
to not take, because society gives it to them and unless they 
change the institution which gives advantage to them, they 
will continue to have it. Francis Kendall, a consultant for 
organizational change, specializing in issues of diversity and 
white privilege, defines white privilege as “an institutional 
(rather than personal) set of benefits granted to those who, by 
race, resemble the people who dominate the powerful positions 

“As leaders we want  
to believe that all 

marginalized groups are 
given a fair opportunity 
to make it to the upper 
echelons of leadership, 

but are they?” 

Even though ‘privilege’ is one of the biggest obstacles ….white men rarely 
examine it, or even acknowledge that it exists…it is hard for a fish to take on objective look at 
the water it has been swimming in”.

~Bill Proudman. White Men as Full Diversity Partners.
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in our institutions.”32 White male soldiers have to discredit  
themselves in order for their privilege to be taken away, such as 
when a male who does not perform the “expected and accepted 
type of militarized hyper-masculinity. Only when this happens 
is he positioned lower in the gender hierarchy, as does any-
one else who does not fit that binary.”33 Interestingly, women 
who “perform” masculinity or maleness are not automatically 
granted white male privilege.

Often, it is not the white male’s intent, to make use of these 
unearned benefits but rather they do not see the advantages that 
they are being afforded because of their birthright and as such 
inclusion of marginalized groups in significant numbers is not 
likely to rapidly increase at the very senior ranks of the CAF until 
such time as meritocracy is recognized for the myth it is. According 
to U.S. Army War College Colonel Michael Hoise and doctoral 
candidate in Industrial and Organizational Psychology at Penn 
State University Kaytlynn Griswold, marginalized groups, less a 
narrow group of white, privileged and highly educated women, 
struggle with obstacles that their counterparts do not face. Hoise 
and Griswold contend that these barriers stem from three sources:

1) the bias inherent to subjective ratings;
2) stereotype-based behaviour; and
3) lack of social networks that facilitate access to important 

opportunities for skill acquisition.34 

They further contend that the bias inherent to subjective  
ratings goes back to Bandura’s Social Learning Theory principles. 
In other words, drafters of personnel evaluation reports (PERs) 
are “motivated to see themselves in a positive light and therefore 
[unconsciously] evaluate those who share group membership with 
them positively as well.”35 Moreover, their 
research has concluded that stereotype-based 
behaviour is “linked to decreased performance 
in under-represented positions.”36 Marginalized 
groups fear being judged by the very stereo-
types that have been inflicted upon them, thus 
they “fail to perform to their potential, thereby 
fulfilling the stereotype.”37 Your typical double 
bind. Likewise, confirmation of this stereo-
type then limits their access to mentors and 
social networks. After all, what leader wants 
to attach his or her name to an individual who 
is not performing? I would argue that a shift 
in our mentality is needed. We seem to equate 
mentoring with enabling already successful 
people to reach even higher goals. In reality, 
it is not the highly successful that require our 
assistance but rather those who struggle to just 
perform or actually fit in. This is one facet of 
being an inclusive leader. Other facets of being an inclusive leader 
include “coaching” and “sponsoring” of marginalized groups. 
Coaching and sponsoring can have very different impacts and 
outcomes because in mentoring, a mentor speaks to an individual 
about them, whereas a sponsor speaks about individuals to others. 
It must be remembered that creating and facilitating networks of 
support and communities of practice are also critical for inclusion.38

One thing is for certain, no longer can diversity and inclusion 
strategies afford to exclude the white male from these conversa-
tions. To do so means that they will continue to believe that 
diversity is inherently divisive. They will continue to feel alien-
ated and vulnerable and may unconsciously resist efforts to make 
the workplace more inclusive.39 Moreover, as baby boomers and 
Generation X personnel begin to retire, millennials are becom-
ing the mainstay of our military, while the visible minority is 
becoming the majority, according to the 2016 Census from Stats 
Canada. In fact, in 2016, visible minorities made up more than  
21 percent of the Canadian workforce, while millennials accounted for  
50 percent of the working-age population.40 Subsequently, one 
could naturally conclude that without diversity, the CAF will not be 
able to recruit nor retain personnel in this changing demographic. 

According to the 2018 Deloitte Millennial Survey “good pay 
and positive culture attract millennials and Gen Z but diversity/
inclusion….are important keys to keeping them happy and keeping 
them with the organization beyond five years.”41 Therefore, since 
we recruit from across Canadian society and grow our leaders 
from within, it is imperative that the CAF incorporate inclusion 
within our diversity strategy. “Diversity is about being different, 
and inclusion is about welcoming those differences. Somehow 
that has become confused with the opposite notion, that valuing 
people as equals means suppressing our differences.”42 

Not All Doom and Gloom

The good news is that the unconscious biases we have 
learned throughout our lives do not necessarily fall in 

line with our stated beliefs. More importantly, these biases are 
malleable, meaning associations we have ‘learned to make’ 

for ease of categorization can be gradually 
unlearned through a variety of methods,43 
which in turn has the potential to eliminate 
the double binds that diverse groups face on 
a daily basis. Elimination of double binds 
also has the potential to increase mentoring, 
coaching, and sponsoring opportunities for 
these groups, allowing the organizational 
culture to “become more egalitarian, effec-
tive, and prone to retaining top talent.”44 
Likewise, by openly acknowledging white 
male privilege, those in the prestigious 
power seats, can now earnestly contribute 
to resolving the disparity within the upper 
echelons of CAF leadership. Breaking down 
gender stereotypes allows everyone to be 
their best selves and according to ‘Athena 
Rising’ authors Johnson and Smith “work-
places defined by flexibility, collaboration, 

and caring are much more likely to exist when [marginalized 
groups] are deliberately integrated, assimilated and valued at 
all levels of leadership.”45 

“One thing is for 
certain, no longer can 
diversity and inclusion 

strategies afford to 
exclude the white  
male from these 

conversations. To do  
so means they will 
continue to believe  

that diversity is 
inherently divisive.”
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If We Build It, Will You Come?

While the implementation of a CAF diversity strategy is 
important, it is meaningless unless complimented by 

an action plan to make all our members feel included. The 
Chief of Defence Staff (CDS) has made it abundantly clear 
that “ultimately, diversity is about making all of our people 
count and enabling their competencies, while maximizing their 
potential within the CAF. This means as a matter of practice, 
policy and institutional culture, we recognize, embrace and 
actively promote diversity as a core CAF institutional value,”46 
and that we are committed to seeing beyond our differences. 
Yet, these efforts are being undermined by the current lack of 
inclusivity we are suborning by failing to act on unconscious 
biases, privilege, and meritocracy. Hence, we need to educate 
and hold to account all CAF leaders on what Deloitte Insights 
authors Juilet Bourke and Bernadette Dillon call the Six C’s of 
Inclusive leadership – “Commitment, Courage, Cognizance, 
Curiosity, Cultural Intelligence, and Collaboration.”47 

If the military wants to be considered inclusive, it has to 
commit and that takes time and energy, something very little of 
us have in abundance. The one sure way to do this is empower 
all CAF members, not just those with privilege. “Leaders need 
to prioritize time, energy, and resources to address inclusion, it 
signals that a verbal commitment is a true priority.”48 In other 
words, they need to demonstrate their ‘intent’ followed by ‘action’ 
and ‘outcomes’. It is easy to take the first step to demonstrate and 
communicate intent and then follow this with action, it’s the ‘so 
what’ and performance measurement through ‘outcomes’ that is 
most critical.49 

These very same leaders also need to have the courage 
to speak up on behalf of marginalized groups and challenge 
the status quo. Courage is the central behaviour of an inclusive 
leader, and it occurs at “three levels: with others, with the system, 
and with themselves”.50 For example, courage with others may 
include letting a superior know that he excluded those of Asian 
descent when he stated that ‘we are going to open the preverbal 
kimono.’ Courage with the system might include challenging the 
institutional assumption that only Royal Military College (RMC) 
grads make the best General Officers/Flag Officers (GOFOs) and 
courage with themselves may include their willingness to shine 
the spotlight on themselves, acknowledge their privilege, and 
expose their own unconscious biases.

In identifying weaknesses in themselves, courageous and 
committed leaders are also cognizant of organizational blind spots, 
such as ‘in-group favouritism fueled by privilege’, because they 
understand intuitively that unconscious biases are a leader’s and 
an institution’s ‘Achilles heel.’51 Inclusive leaders are also highly 
curious. They have a natural thirst to complete their knowledge 
picture, and thus are open to different ideas and experiences. 

The fifth C of Inclusive Leadership involves being culturally 
intelligent. For example, understanding how women are under-
mined every time they are reminded that they are the first female 
to be the (insert position here). “When you remind a person of 
a stereotype shortly before she must perform, focusing on the 
stereotype often lowers performance.”52 Think back to our dis-
cussion on meritocracy and stereotype-based behaviour. Finally, 
highly inclusive leaders are collaborative, because they know that 
“a diverse-thinking team is greater than the sum of its parts.”53 

Focus 
within:
• Tune into your emotions
• Recognize how your 

experience has shaped 
your perspective

• Stick to facts, and don’t 
make assumptions

• Turn frustration 
into curiosity

Learn about 
others:
• Recognize how their experiences 

have shaped their perspective
• Consider how they might see the 

situation and what is important to 
them

• Think about how your actions 
may have impacted them

Engage in 
dialogue:
• Ask open-ended questions
• Listen to understand, 

not to debate
• Offer your views 

without defensiveness 
or combativeness

• Disentangle impact 
from intent

• Avoid blame, 
think contribution

“eXpand” 
the options:
• Brainstorm possible solutions
• Be flexible about 

different ways to reach 
a common goal

• Experiment and evaluate
• Seek out diverse 

perspectives

Focus within

Learn about others

Engage in dialogue 

eXpand the options
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How to decrease unconscious bias.
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All CAF members, but most especially white male members 
who still make up the majority of the current strength of the CAF, 
have a critical role to play in creating an inclusive work environ-
ment and can do so by incorporating the six signature traits laid out 
by Bourke and Dillon in their day to day interactions with others. 
Unconscious biases, privilege and fake meritocracy will continue 
to disrupt inclusion efforts unless we include and more importantly 
engage male CAF members in the discussion. 

Conclusion

When the CAF updated the 
Leadership doctr ine and  

published Leadership in the Canadian 
Forces: Conceptual Foundations in 2003, 
the definition of leadership was changed 
from the old style of being “the art of 
convincing others to do what they might 
not have otherwise done” to defining 
effective leadership as “directing, moti-
vating, and enabling others to accomplish 
the mission professionally and ethically, 
while developing or improving capabilities that contribute to 
mission success. Effective CAF leaders get the job done, look 
after their people, think and act in terms of the larger team, 
anticipate and adapt to change, and exemplify the military 
ethos in all they do.”54

Inclusive leadership may seem like a new term and has become 
a popular topic in the past few years as society recognizes the 
value of this approach in the workplace. However, this concept 
is based on the same principles of effective CAF leadership 
with slightly more ‘civilian language’ to illustrate that “strongly 
inclusive leaders show optimism, promote collaboration and are 
dependable. They might be competitive but not from a need for 
them to be on top. They want to see the group succeed. They 

understand the importance of the team member in team work. 
They care more about their team succeeding than their own ego, 
goals, or achievements.”55 Doesn’t that sound like effective CAF 
leadership and what we are striving for in the institution? 

In an August 2017 article on Inclusive Leadership in Forbes 
Magazine, Bernard Coleman III, Head of Diversity and Inclusion for 

UBER, opened with the point that “Exclusivity 
breeds exclusion, while inclusion fosters belong-
ing and connection. As companies embark to 
establish, sustain, or change their culture, it is 
paramount to make sure inclusion is part of the 
overall strategic plan.”56 This is very appropriate 
to the CAF as we embark on significant cul-
ture change through Operation HONOUR and 
the ongoing efforts related to Diversity  
and Inclusion that will ultimately achieve the 
broader application of inclusive leadership.

It is the writer’s hope that all the so-called 
‘homosocials’ endeavoured to get to the end 
of this article and that they can and will now 

alter the recipe from ‘just add diversity’ to making the essential 
ingredients count. Champions and advocates must lead the way 
when it comes to acknowledging unconscious bias, privilege, 
and meritocracy – they must demonstrate the ‘diversity walk.’ 
Inclusive leadership is the only way this institution will continue to 
attract, recruit and retain members from across Canadian society. 
Essentially, as stated in the very beginning of this paper, diversity 
and inclusion is not a zero sum game. By being open to inclusiv-
ity we will create parity and opportunity for all our members to 
succeed – not just those who were born with privilege and who 
demonstrate agentic leadership traits.

“Inclusive leadership 
may seem like a new 

term and has become a 
popular topic in the past 

few years as society 
recognizes the value  
of this approach in  

the workplace.”

Collaboration
Because a diverse-thinking 
team is greater than the sum of 
its parts

Cultural 
Intelligence
Because not everyone sees 
the world through the same 
cultural frame

Curiosity
Because different ideas and 
experiences enable growth

Commitment
Because staying the 
course is hard

Courage
Because talking about 
imperfections involves 
personal risk-taking

Cognizance
Because bias is a 
leader’s Achilles’ heel

The six
signature

traits of an
inclusive

leader
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