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OPERATIONALIZING 
HUMAN CHARACTER

From Tokenism to Structural Equity. 
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01.  THE  PREMISE:   
 

The PERFORMATIVE TRAP 
 
We are living in the era of "Corporate Care." Global organizations invest billions annually in wellness applications, 
mindfulness seminars, and DEI workshops. Despite this investment, workforce burnout remains at record highs, 
and organizational trust is at record lows (Edmondson, 2018). 

 
 

This phenomenon is defined as the  
"Performative Trap." 

 
Organizations frequently attempt to solve deep 
structural problems with superficial interventions. 
Research from the Inclusive Leadership Challenges 
series (Riera & Viau, 2023) identifies this as the root 
of Organizational Tokenism: the practice of hiring 
diverse talent into a system that is structurally hostile to 
their success. When employees encounter high-
minded values statements ("Intent") but operate within 
extraction-based systems ("Reality"), the cognitive 
dissonance accelerates cynicism and disengagement 
(Riera, 2023a). 
 

 

 

 

 

 

02.  THE CORE PROBLEM :  
 

EQUITY VS. TOKENISM 
 
The research distinguishes between three distinct states of organizational maturity regarding human capital: 

 
• Tokenism (The Optical Fix): The 

organization recruits for diversity metrics but 
retains a monocultural operating system. The 
"Token" employee is implicitly expected to 
assimilate. This results in the "Revolving 
Door" effect, where diverse talent is hired 
and subsequently ejected by the culture 
(Riera & Viau, 2023). 

 

• Equality (The Standardized Fix): The 
organization adopts a "colorblind" approach, 
treating all employees identically. This 
approach fails because it ignores the unequal 
structural barriers different groups face 
regarding access to networks and 
sponsorship. 
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• Equity (The Structural Fix): The 
organization acknowledges that different 
groups require different support systems to 
achieve comparable outcomes. 

 
 
 
 
 
 

 
 
As noted in Organizational Challenges, most organizations suffer from "Structural Exclusion"—a state where the 
"table is set" for the default profile (typically the historical majority), rendering the environment inherently resistant 
to new forms of talent (Riera & Viau, 2023). 

 
 
 

 
 
 

03.  T H E SOLUTION:   
 

THE HUMAN CHARACTER SYSTEM
   

To transition from Tokenism to Equity, organizations must implement the Human Character System. This requires 
auditing and rewriting the three core engines of the business: 

 
  

1. The Incentive Engine: From KPIs to KBIs The adage "What gets measured gets managed" drives corporate 
behavior, yet most organizations measure the wrong data points. Traditional Key Performance Indicators 
(KPIs) focus exclusively on Outcomes (Revenue, Speed). Inclusionem’s research advocates for the 
introduction of Key Behavior Indicators (KBIs), which measure the Process (Collaboration, Inclusivity, 
Mentorship). 
 
• The Risk: A leader may achieve their financial KPI but destroy team culture in the process.Micro-

Affirmations: Small acts of inclusion (e.g., active listening, attributing ideas correctly) that act as 
performance multipliers (Riera & Viau, 2023). 

• The Fix: Financial targets unlock the possibility of a bonus, but KBI scores determine the payout. If a 
leader hits the KPI but fails the KBI, the incentive is withheld (Riera, 2024). 

 
 

2. The Decision Engine: Protecting Character In high-pressure environments, efficiency often overrides 
humanity. To counter this, organizations must operationalize "The Empty Chair" protocol. In every strategy 
session, a rotating "Human Impact Officer" is assigned to challenge decisions based solely on their long-
term human cost, institutionalizing friction against short-termism. 

 
 

3. The Recovery Engine: Sustaining Character Rest is often treated as a reward for work completed, rather 
than a physiological prerequisite for high performance. The system must shift from "Time Management" to 
"Energy Management," where recovery protocols are enforced by policy rather than suggested by HR. 
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04.  CONCLUSION:  
 
In a future dominated by AI and automation, Human Character is the only asset that cannot be commoditized. 
However, character cannot survive on good intentions; it must be encoded into the organization's operational logic. 
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