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Trade Offs: Focus on Equity 
Leadership requires making tough decisions with the limited information available to you.  

 

In this exercise, you are a decision maker who has to weigh difficult trade-offs and decide on a policy or investment option 

that helps achieve racial equity. The options you are weighing have been thoroughly researched by your staff and 

colleagues. Many members of the community who will be impacted have been consulted and they helped select the two 

top options. The community members, as well as your team, are counting on you to make the final decision.  

 

There are five (5) scenarios with two (2) options to consider. For each scenario: 

 

● Weigh short-term (1-4 years) vs. long-term (10+ years) benefits 

● Explore how the options could impact people of color in particular and the community as a whole. 

● Consider the possible impact of your decision on your team and on your organization. Ask yourself, “How would I 

lead the implementation of this option?” 

 

For each scenario, you can only choose one (1) of the two (2) options outlined. This exercise is to test your leadership 

capacity to make tough decisions. Suggesting an alternative option could undermine the trust your staff build with the 

community members who would be impacted. Note: “We need more information and can’t make a decision” is NOT an 

optional response.  

 

You will have 40 minutes total for both scenarios (20 minutes to discuss each scenario). Be prepared to write a list of 2-5 

bullet points explaining the thinking behind your decisions. Rely on people in your group to provide additional insights.  

 

We will then spend 5-7 minutes reviewing each scenario as a class. Each team will be asked to share their decisions and 

the bullet points behind their decisions. There is no “right answer” for these scenarios.  

 

Scenarios 

 

A: Invest in existing diverse employees or future diverse employees 
You are the CEO of a tech startup. Of your 100 employees, about 30% identify as being female or non-binary, people of 

color, veterans, and LGBTQ. You had an unanticipated $50,000 additional revenue this year that you want to invest into 

diversity, equity & inclusion efforts at your company. Do you: 

 

a) Invest in building employee resource groups (ERG) for the 30 employees who identify as female or non-binary, 

people of color, veterans, and LGBTQ. These employees would use these funds at their discretion to promote a 

more inclusive work environment as well as provide for more professional development and career enhancement 

opportunities.  Example ERGs include Blacks @ Microsoft, Amazon Women in Engineering.   

OR 

b) You invest in building, managing, and funding a 10-week paid summer internship program for 5 college students 

from racial minorities in tech (i.e., Black, Latinx, Native American, etc.) who are studying computer science. There 

is an expectation that 1-2 of them may get hired on permanently when they graduate from college. 

 

B: Invest in fostering homeownership or entrepreneurship 
You manage corporate philanthropy at a large corporation. You are charged with making a $1,000,000 gift to “improve the 

lives” of people living in an area experiencing economic recovery with an eye on making a sustainable impact. This area is 

80% people of color. Do you: 

 

a) Donate the money to a community development fund focused on fostering homeownership. With this money, the 

nonprofit will hire 1 employee and administer low-interest deferred loans to help 26 households who are facing 



 

foreclosure save their homes. Once the money is repaid, the funds will get recycled and made available for new 

loans. 

OR 

b) Donate the money to a community development fund focused on fostering entrepreneurship. With this money, the 

nonprofit will hire 2 employees to administer low-interest loans of $35,000 to $50,000 and provide technical 

assistance (e.g., business education) to 15-20 local entrepreneurs. Once the money is repaid, the funds will get 

recycled and made available for new loans. 

 

C: Cut supplies or employees at your nonprofit 
You manage a large nonprofit in Seattle that employs 400+ people. With the new minimum wage requirements, your 

employment costs have gone up but your revenue has stayed the same. You are heavily reliant on government contracts, 

which do not compensate for the wage increases mandated by the City of Seattle. Despite your best efforts, you have 

NOT been able to increase private donations. To compensate for the increase in costs, do you: 

 

a) Cut back $500,000 in supplies (e.g., food, clothes, medicine, etc.) available to serve the nonprofit’s low-income, 

high need clients, half of whom are people of color. 

OR 

b) Lay off 10 full-time employees, half of whom are people of color, who work in various programs that serve the 

nonprofit’s clients. 

 

D: Cash Transfer or Vouchers to pay for housing and food 
You are the mayor of a mid-sized city where about 10% of the population uses vouchers for housing and food. About 60% 

of recipients are people of color. You have been asked to participate in a federal government experiment to test if cash 

transfers are as or more effective than vouchers in terms of providing adequate housing and nutrition to welfare recipients. 

Administering the vouchers at the state level consumes 10% of the total cost of the program. The recipients would receive 

the same amount in cash as they would in vouchers. The experiment would last four years. Half of your city’s beneficiaries 

would receive cash and the other half would continue to receive vouchers. Recipients will be arbitrarily chosen, with care 

to have a similar demographic profile for each group. Because many of the recipients have children, the experiment could 

influence the housing and nutrition choices for whole families. Do you: 

 

a) Agree to participating in this experiment. The cash-value of benefits going to welfare recipients would remain the 

same as before.  

OR 

b) Decline participating in this experiment and continue to distribute the vouchers for welfare recipients, as in the 

past.  

 

E: Fund established white-led nonprofits or early-stage POC-led nonprofits 
You have a private foundation with a focus on funding basic needs in a low-income, mostly POC neighborhood. Your 

foundation has granted $1,000,000 total over four years to four nonprofits. These nonprofits have made notable positive 

impact in this neighborhood. Now you have an opportunity to distribute $1,000,000 in unrestricted funds in a new cycle of 

4-year grants. Do you: 

 

a) Continue to fund the same 4 nonprofits. Together, these 4 nonprofits have provided direct services to 2,000 

households. All 4 nonprofits are led by white people. Each nonprofit employs 10-25 employees each, most of 

whom are people of color.  

OR 

b) Fund 10 early-stage, small grassroots organizations led by people of color. Together, these 10 nonprofits have 

provided direct services to 1,000 households total. Each nonprofit employs 3-5 people, most of whom are people 

of color.  

 


