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SquashSmarts’ Diversity, Equity and Inclusion Assessment and Roadmap

Executive Summary

SquashSmarts’ recently-formed Diversity, Equity and Inclusion Committee sought to engage
stakeholders in a process that would examine its administrative and programmatic practices and
processes through the lens of Diversity, Equity and Inclusion. A successful outcome was defined as one
which would allow for the voices of stakeholders to be heard, deliver a forward-looking, momentum-
building plan, build trust and challenge existing ways of doing business and working together. Two
hundred and eleven stakeholders contributed their perspective and experiences through focus groups
(N=77), a staff survey (N=18) and stakeholder survey administered in English and Spanish (N=116). The
following themes emerged.

Stakeholder Perspective

SquashSmarts’ staff are experienced as caring, understanding, supportive, responsive and concerned
about the holistic well-being of the students and families. The students, families and other
stakeholders consider them to be very inclusive which creates a sense of belonging. Averaging
responses from the surveys administered in English and the surveys administered in Spanish, 92.7 % of
stakeholders agree or strongly agree that that SquashSmarts’ staff create an environment in which
everyone feels welcomed, respected and treated fairly; 92.3% agree or strongly agree that
SquashSmarts’ volunteers create an environment in which everyone feels welcomed, respected, and
treated fairly; and 89.7% agree or strongly agree that SquashSmarts’ leadership and board members
create an environment in which everyone feels welcomed, respected and treated fairly. Recent
increase in hiring of alumni was universally perceived as a very positive movement which also allows
staff to be more reflective of the community.

Stakeholders reported that while the program staff is diverse, there is a need for greater diversity
within the leadership of the organization. They acknowledged the lack of diversity within squash itself
as a contributing factor and celebrated the recent addition of a parent to the Board of Directors, but
felt that more was needed. Increasing transparency about leadership pathways, increasing
opportunities for professional development and support of staff and a consideration of the structural
barriers to inclusion at the leadership and board levels were offered as viable paths to increasing
diversity among leadership.

In general, stakeholders see SquashSmarts as an organization that is open, self-reflective and willing
to learn. Several remarked that this process itself is evidence that openness is part of the culture. Staff
are seen as open to feedback, flexible and always learning. They are seen as the greatest and most
indispensable asset of the program, which makes understanding their experience and perspective vital.
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When asked what one thing about SquashSmarts that they would change immediately, the most
frequent response among non-staff stakeholders was “Nothing”. Other responses emphasized building
upon the strong foundation already laid.

“For the program to expand”
“I wish they were open more times during the week.”

“More diversity amongst the staff and board which SquashSmarts has been trying to do and
making small strides.”

“More opportunities to play squash.”

Things that non-staff stakeholders hoped would never change included:
“The way they make you feel like family”
“The genuine interest and concern the staff devotes to the kids”
“The summer offerings are superb, that should never change.”

“The close connection that the coaches have with the youths school and family. | love the fact
that Squash has designated staff that are accountable for assuring that the scholars are
academically, emotionally, and socially excelling to the best of their abilities.”

“The place/building”

“Please never stop to be interested in kids individually, they feel special and care by
SquashSmarts”

Staff Perspective

The staff experience and perspective diverged from the other stakeholders’ perspective in significant
ways. While non-staff stakeholders experience the organization as a very inclusive place and a “second
family”, staff surveys paint a different picture. For example: only 55.6% of staff respondents believe
that employees are recognized for their work and treated fairly regardless of their dimension of
diversity (i.e. race, ethnicity, LGBTQ+ status, etc); 38.9% do not believe that inappropriate behavior
that makes employees feel excluded, offended or uncomfortable is quickly and definitively addressed;
and 61.1% say that there is no process to report discriminatory behavior. In fact, only half of the staff
respondents believe that there is a commitment to diversity and inclusion at all levels of the
organization. Staff cited several ways that SquashSmarts can increase a sense of belonging among
staff.

“Be open-minded and be willing to accept view point of others. Appreciate and acknowledge
one's hard work. Have a balance working place where everyone has equal power.”
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“Improve policies for independent reporting of issues...Improve the employee handbook policies
to look for inclusivity / any issues or blindspots.”

“A clear path for promotion opportunities should be available and made clear to all staff
members.”

“A good start with the change in leadership team to include an alumni staff member; need a
stronger and more transparent process to relay concerns.”

“Valuing the input of all staff members regardless of ranking/position.”

Recommendations

Based on the sharp divergence between the staff experience and the other stakeholder experiences, it
is recommended that SquashSmarts’ Diversity, Equity and Inclusion Committee focus its efforts on
staff. Specifically:

1. Communications: reviewing and recommending internal communication flows for routine
business operations, training and development opportunities, multi-directional communication
methods (i.e. 360 performance evaluations, town halls)

2. Human Resource Policy and Procedures: reviewing and recommending policy alignment with
DEI best practices, reviewing and recommending employee handbook revisions, and employee
compensation policy and benchmarking

3. Accountability and Reporting: researching, recommending, and communicating to staff
approaches to incident reporting

4. Personal and Team Development: researching and making recommendations for DEI baseline
training, and sponsoring and/or promoting events aimed at staff appreciation, cultural
celebration and team-building

The perspectives and experiences gathered from SquashSmarts’ stakeholders suggest that while the
organization is doing a stellar job cultivating an inclusive environment for program participants and
families, and progress continues to be made, more work is needed to replicate that sense of belonging
among the staff. The Diversity, Equity and Inclusion Committee can play a pivotal role in bridging that
gap.
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Shannon M. Mason, Equity, Diversity and Inclusion Strategist
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Patty Cook, Managing Director, Business Process and Operations
pcook@matchingmissions.com

Mark D. Glidden, Managing Director, Resources and Solutions
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Background

Founded in 2001, SquashSmarts is an intensive out of school program for Philadelphia youth which combines academic
and athletic mentoring to keep students “in school, in shape and on track for graduation”. The organization’s recently
formed Diversity, Equity and Inclusion Committee sought to engage stakeholders in a process that would examine its
administrative and programmatic practices and processes through the lens of Diversity, Equity and Inclusion. A successful
outcome was defined as:

"Hearing all people’s voices and make sure that everyone is being surveyed and heard”

“Deliver a plan to carry our programs forward through a DEl lens; a plan that is forward-looking, creates momentum
that is galvanizing for the organization as a whole”

“Challenge the way that we do business/ our ways of working together “
“Build trust and conversation”

“Getting parents closer to the programs”
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Process

1. A Stakeholder Analysis helped identify who we needed to get involved in this Diversity, Equity and Inclusion Assessment of

SquashSmarts’ practices and processes.
2. Focus group and Survey Questions were developed and revised based on DEI Committee feedback
3. Focus groups, and individual interviews were scheduled and outreach was conducted to stakeholders

4. Focus groups and individual interviews were conducted (including a parents’ focus group that was conducted in Spanish)

English and Spanish

5. In person exercise was conducted for students (due to inadequate attendance to online focus groups)
6. Surveys were administered

7. Focus group, individual interview and survey data was analyzed and report composed

8. Reporting out to Diversity, Equity and Inclusion Committee of findings and recommended next steps
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Focus Groups Participants

« Staff (N=17)

* Parents/ Guardians (N= 16)

e Students (N=30)

* Volunteers (N=5)

* Board Members (N=7)

* Alumni (N=1)

* Facilities and School Partners (N=0)

* Donor (N=1)

* Total Focus Group Participants (N=77)
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Survey Respondents

e Staff (N=18)

* Parents/ Guardians (N=28)

e Students (N=43)

* Volunteers (N=15)

* Board Members (N=12)

e Alumni (N=10)

* Facilities and School Partners (N=4)
* Other (N=4)

* Total Survey Respondents (N=134)
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Key Themes

s |NClusive Staff Cultivate Sense of Belonging

Need for Diversity in Organizational Leadership

Open, Self-Reflective and Willing to Learn

Divergent STAFF Perspective
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Inclusive Stafft Cultivate Sense of Belonging

Strengths
e SquashSmarts’ does a good job hiring inclusive programing staff and considering fit
* Hiring alumni has helped the staff to be more reflective of the community

e Students and parents experience staff extremely positively: caring, understanding,
supportive, responsive, maintaining good communication, and concerned about their
holistic well-being, all of which was heightened during the pandemic. They see the staff and
the program as a “second family”.

Opportunities

 Staff would benefit from more training in trauma-informed approaches
e Staff is very inclusive but there is always room to grow

e Leadership should have more interaction with students and families

* Continue to increase opportunities to expose families to squash
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Need for Diversity in Organizational
Leadership

Strengths

* Programming staff is reflective of the community; leadership less so

e Adding a parent to the board was seen as a positive step
* Lack of diversity at board level related to lack of diversity in Squash itself

Opportunities

* Increase transparency about pathways to leadership within the organization

* Increase opportunities for professional development

* Increase support of staff throughout employee lifecycle

* Consider structural barriers to leadership, especially at the board level (i.e. giving

requirements, possibility of “sponsored board seats”) D
unleavy
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Open, Self-Reflective and Willing to Learn

Strengths

This process is evidence that the organization is open, self-reflective and willing to learn
It is a part of the culture

Staff listen well and emphasize the importance of hearing all voices

Staff are always open to feedback, flexible and always learning

Organization is forward-moving and has become more inclusive

Many respondents “can’t think of time when they weren’t”

Dunleavy
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If there was one thing
that you hope NEVER
CHANGES about
SquashSmarts, what
would it be?

1. Staff

2. Sense of family

3. Students

4. Bond/ connection




If there was one thing
about SquashSmarts
that you could
CHANGE
IMMEDIATELY, what
would it be?

1. Nothing
2. More students to

aCccess programs
(earlier, more
often)

3. More Squash in the
program
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Divergent STAFF Perspective/ Experience

For all stakeholder groups, survey responses confirmed focus group findings. Overall,
SquashSmarts’ stakeholders view the organization in a very positive light. They see
SquashSmarts as an extremely inclusive place that hires remarkable staff who know and
engage with the community effectively, create a sense of belonging and become a second
family to the students who participate. The organization engages in anti-racism practices, and
even where there have been concerns there is acknowledgement of considerable growth in
the right direction over the last few years.

Staff experience, however, is far more nuanced. Following are some of the survey results from
the STAFF survey.
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SquashSmarts Staff Survey

Q1 Employees are recognized for their work and treated fairly regardless
of their age, race, ethnicity, national origin, gender, LGBTQ+ status,
disability, veteran or military status or other dimension of diversity.

Answered: 18  Skipped: 0

Strongly
Disagree

Disagree

Strongly Agre:

0% 10% 20% 30% 40% 50% 60% 70% 80%  90% 100%

ANSWER CHOICES RESPONSES

Strongly Disagree 16.67%

Disagree 22.22%

Neutral 5.56%
27.78%

Agree

Strongly Agree 27.78%

TOTAL
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SquashSmarts Staff Survey

Q4 The leadership of this organization encourages people to speak up and
to share their ideas and opinions.

Answered: 18  Skipped: 0
Strong(y-
Disagree

A -

Strongly Agre

0% 10% 20% 30% 40% 50% 60% 70% 80%  90% 100%

ANSWER CHOICES RESPONSES
Strongly Disagree 16.67%
Disagree 27.78%
Neutral 22.22%
Agree 22.22%

Strongly Agree 11.11%
TOTAL
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SquashSmarts Staff Survey

Q7 People of all backgrounds have equal access to opportunities and can
contribute fully to the organization’s success.

Answered: 18  Skipped: 0

Strongly
disagree

Disagree

50% 60% 70% 80% 90% 100%

ANSWER CHOICES RESPONSES
Strongly disagree 5.56%
— 27.78%
Neutral 22.22%

— 33.33%

Strongly agree
TOTAL
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SquashSmarts Staff Survey

Q8 Inappropriate speech and behavior that makes employees feel
excluded, offended, or uncomfortable is quickly and definitively addressed.

Answered: 18  Skipped: 0

Strongly
disagree

Disagree

Strongly agr

0% 10% 20% 30% 40% 50% 60% 70% 80%  90% 100%

ANSWER CHOICES RESPONSES
Strongly disagree 11.11%

Disagree 27.78%

Neutral 16.67%
Agree 27.78%

16.67%
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SquashSmarts Staff Survey

Q11 There is a commitment to diversity and inclusion at all levels of the
organization.

Answered: 18  Skipped: 0

Strongly
disagree

Disagree

Agree

Strongly agr

0% 10% 20% 30% 40% 50% 60% 70% 80%  90% 100%

ANSWER CHOICES RESPONSES

Strongly disagree 0.00%

Disagree 27.78%

Neutral 22.22%
Agree

Strongly agree
TOTAL
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SquashSmarts Staff Survey

Q13 There is a clear process to communicate/ report exclusive or other
discriminatory behavior.

Answered: 18  Skipped: 0

Strongly
disagree

Disagree

50%

Strongly disagree
Disagree

Neutral

Agree

Strongly agree
TOTAL

60% 70% 80%  90% 100%

RESPONSES
33.33%

27.78%
16.67%
11.11%

11.11%
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SquashSmarts Staff Survey

Q14 The policies of SquashSmarts are inclusive.

Answered: 18  Skipped: 0
Strongly.
disagree
-

Strons‘y w-

0% 10% 20% 30% 40% S50% 60% 70% 80%  90% 100%

ANSWER CHOICES RESPONSES
Strongly disagree 5.56%
Disagree

Neutral

Agree

Strongly agree
TOTAL
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SquashSmarts Staff Survey

Q15 In your opinion, what should SquashSmarts focus on in order to
increase a sense of belonging among staff?

Answered: 16 Skipped: 2

Be more open-minded towards constructive criticism, thus allow a person to fully explain their
viewpoint before any outside opinion is given. Listen to listen, rather than to target and reply. Have an
equa{ playing field in terms of power opportunity provided. Give appreciation to each other. Work
as a team.

Be n-minded and be willing to accept view point of others. Appreciate and acknowledge one's
hargp:om Have a balance wgrking place where everyone has equal power. Give an appgf:ciaﬁon
when alumni, volunteers, board member, and others give their time to help out.

Improve policies for independent reporting of issues. (How to report? To whom?) Improve the
employee handbook policies to look for inclusivity / any issues or blindspots. Look at similar

non it's policies to see how we compare. so increasing a sense of belonging means simply
building more community among staff, holding social events more often or social zooms, encouraging
get-to-know-you moments in meetings, and ways to build workplace culture. This may help new staff
who come in and feel like everyone is already really close.

| believe that SquashSmarts should work on training there staff and giving them the tools that
are need to advance in there career. | also think that the white directors and black directors should
have equal pay. | would love to see a black female program director. | think that the micro managing
of staff needs to stop.

A clear path for promotion opportunities should be available and made clear to all staff members.

SquashSmarts is currently moving in the right direction of increasing a sense of belonging among
staff by focusing more on personal development.

| don't know.

A good start with the change in leadership team to include an alumni staff member; need a stronger
and more transparent process to relay concemns

Be more proactive with communication of upcoming opportunities for development.
A better system of communication - either regarding promotion, work responsibilities.
Communication through all staff

Creating HR policies and procedures. From tracking pto actually to holding staff & leadership
accountable.

Communication
Valuing the input of all staff members regardiess of ranking/position
N/A

Better communication
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1. What is most reassuring?

REFLECTION 2. What is surprising or unsettling?

3. How do these findings aligh with
your vision for this DEl Committee?




Recommended Roadmap for SquashSmarts DE|
Committee: Focus on Staff

Personal and
Team
Development

Resources Policy

Accountabilit
and Procedures v/

Reporting

Communication




Communication

SquashSmarts’ DEI Committee can support organizational DEI
efforts by:

*Making recommendations for internal communication flows
including, but not limited to: routine business operations,

training and development opportunities, and internal position
posting policy

*Establishing internal feedback loops/ multi-directional

communication methods (i.e. “town halls”, upward feedback,
365 performance evaluations, etc.)
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Human Resources Policy
and Procedures

SquashSmarts’ DEI Committee can support organizational DEI
efforts by:

*Reviewing and making recommendations regarding current HR
Policies and Procedures and alignment with DEI “best
practices” in throughout the employee life-cycle (recruitment/
interviewing, orientation/onboarding, performance
management, professional development, advancement/
promotion and succession/ off-boarding)

*Reviewing and make recommendations for Employee
Handbook

*Reviewing compensation policy and benchmarking
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Accountability/ Reporting

SquashSmarts’ DEI Committee can support organizational DEI
efforts by:

*Researching approaches to accountability and incident
reporting

*Making recommendations for an appropriate system of
incident reporting for SquashSmarts

*Make recommendations for effectively communicating that
system to staff
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Personal and Team
Development

SquashSmarts’ DEI Committee can support organizational DEI
efforts by:

*Researching and making recommendations for Diversity,
Equity and Inclusion training/baseline training for all staff

*Sponsoring team building events and activities for staff

*Recommending staff celebration, staff appreciation, and
cultural celebrations touchpoints
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Questions and Comments?




Thank youl!

We welcome your questions and comments.

Contact:
Dunleavy & Associates

Shannon Mason
smason@ matchingmissions.com

Patty Cook
pcook@matchingmissions.com

Mark Glidden
mglidden@matchingmissions.com
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