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Diversity, Equity, and Inclusion

This Guide to Launching your Diversity, Equity, and Inclusion Process is 

intended to support staff at Communities in Schools affiliates who are leading  

or planning to lead their organizations’ diversity, equity, and inclusion work.

If your affiliate has not yet designated a person or team to lead this work, then the Board or Executive 
Director should identify an Equity Lead or two Equity Co-Leads to begin the planning process. In 
identifying Equity Lead(s), consider capability, capacity, and formal and relational authority.

 •   Your Equity Lead(s) should have content knowledge, including an understanding of 
racism, classism, ableism, sexism, heterosexism, and other systems of oppression, as 
well as skills in facilitation and stakeholder engagement.

 •   Be mindful of potential Equity Leads’ capacity, and reallocate an equivalent time 
commitment of existing work (an average of 2-4 hrs/wk, though depending on specific 
activities, it could approach 20+ hrs in a given week). Potential Equity Lead(s) should 
have the opportunity to consent to taking on the initiative. Give them time to reflect and 
consider their potential concerns and questions.

 •   Your Equity Lead(s) will also need explicit authority from senior leaders to explore equity 
issues in all aspects of the organization, as well as clear constraints in scope, budget, or 
other factors.

 •   Your Equity Lead(s) should already be trusted and respected in the organization, though 
assessing this can have equity implications. Sometimes being known for raising issues of 
equity and inclusion can damage a leader’s reputation with colleagues who are not willing 
or eager to face those issues; the courage to raise those issues should be considered a 
strength, though they may need support in managing resisters and adversaries.

Wherever your organization is in its diversity, equity, and inclusion journey, explicitly committing or 
re-committing to the work can jumpstart collaboration, reflection, and adjustments in service of 
building a more equitable organization. It can also open difficult – and necessary – discussions, 
past harms, and conflict. It is crucial that we are intentional about how we enter and conduct this 
process, so that we can maintain our commitment through the challenges. And while this work is 
long overdue, we cannot rush through it: in our efforts to become more equitable organizations, 
the journey is the destination.
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Whether or not you engage a facilitator or consultant to support your process, as a leader of this process you’ll need to make 
sure that you’re also “doing your own work.” That means deepening your self-awareness about how racism, classism, sexism, 
heterosexism, ableism, and other -isms have affected your life and work; understanding how these –isms have affected your 
colleagues’ and students’ lives and work; and learning how these –isms have affected the world and all people. It also means 
showing up with openness, humility, and commitment.

Conversations that aim for deeper, shared understanding and solid agreements can challenge the most skilled leaders and 
facilitators, particularly when the subject is highly charged and personal. You are likely to encounter additional challenges because 
of the complexity of the issues and their deep connections to individuals’ sense of personal and cultural identity, as well as the 
deep emotions that accompany those experiences and collective memories. Diving instructors must learn to function effectively at 
depths well below those where they will guide groups of divers. The same is true for leaders and facilitators who engage others in 
conversations about diversity, equity, and inclusion; they should be experienced at going deeper than the groups they will lead. Invest 
and value your growth, and the growth of your colleagues and stakeholders. Be honest about where you are and what help you need. 
And, know that this is a life-long journey and we cannot wait to know everything we need to know before we begin the work.

Prepare Yourself to Serve
Guiding individuals and groups through conversations focused on diversity, equity, and inclusion requires that you recognize your identities, 
your common reactions in stress and conflict, and your strengths and areas of growth. Beyond your skills, technique, and knowledge, you’ll 
need to draw on your own creativity, spirit, and intuition. Find ways to strengthen your self-awareness about how your race, class, gender, 
sexual orientation, ability, nationality, and other identities have shaped your life, and the lives of your colleagues, students, and communities. 
Cultivate the qualities and practices of a collaborative leader: listening, humility, follow-through, study, reflection. Reflect on your areas of 
growth, and invest in those areas. Intentionally create space in your life to learn and reflect, and share your learnings and reflections with 
trusted friends or colleagues who can help hold you accountable to your values. In addition to the intellectual preparation, attend to your 
emotional, spiritual, and other needs; this work is deep and heavy and requires endurance.

Prepare for the Process of the Conversations
Talking about racism and other –isms is challenging for many groups and individuals. Part of your role as a leader of equity, diversity, 
and inclusion work is to ensure that everyone is able to participate and is treated with respect. You’ll need a robust set of strategies, 
methods, and tools to design and guide the conversations, some of which you’ll find in this guide and in the Resource Guide. 
Designing and facilitating a well-designed process minimizes the likelihood that the experience will be unnecessarily difficult or drive 
participants further away from the issues.

If you are not an experienced facilitator, particularly facilitating conversations about racism and other -isms, you’ll need help. This may 
be building your skills through training, practice, and feedback; delegating some facilitation responsibilities to colleagues and other 
stakeholders; and/or engaging an external resource person (e.g., facilitator, trainer, or consultant) who has led diversity, equity, and 
inclusion processes before. In particular, an external resource person’s presence can support the overall design process and allow you 
and others to participate fully in specific conversations and activities along the way. They can bring useful experience and information 
to your organization. If you delegate facilitation responsibilities to someone else, internal or external, it’s important to give them some 
leeway and authority while not abandoning them to hold the process alone without your ongoing support and engagement.

Prepare for the Content of the Conversations
In conversations about diversity, equity, and inclusion, you’ll likely be called upon to provide guidance on tough questions and may 
even need to present some content (such as definitions of terms). Even if this is not the case, you’ll need a deep understanding of the 
content in order to serve the group well by listening for underlying meaning, unearthing and testing assumptions, and synthesizing parts 
of the conversation, noticing what might be causing people to get stuck, and reflecting back in ways that allows for deeper insight and 
agreement to emerge. Check out the Resource Guide for a lot of resources relevant to the content of the conversations you’ll need to 
have – consider starting with Chapters 1 and 2, which have lots of resources to raise awareness and deepen understanding.

Prepare Yourself
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Invite Team Members
None of us can do this work alone. You’ll need a Diversity, Equity and Inclusion Strategy Team (DEI Team) to help you assess where your 
organization is on its diversity, equity, and inclusion journey, as well as respond, plan, and implement next steps based on your findings. If 
you already have a DEI Team in your affiliate, this guide may give you some helpful ideas about potential adjustments and resources.

If your affiliate does not already have a DEI Team, we recommend that you assemble one. The team should be diverse – including 
people from different organizational roles, racial/ethnic backgrounds, generations, and genders.  Consider your stakeholders 
broadly – how will the perspective of your students, alumni, parents, school staff, and community members be represented? The 
team should be inclusive – intentionally collaborating in ways that invite everyone to participate fully, and ensuring that all voices are 
respected and valued. Also be mindful of the potential team members’ capacity, particularly folks of marginalized identities (Black 
people, Indigenous people, and other People of Color; people with disabilities; transgender and queer people; women) who are often 
asked or expected to lead diversity, equity, and inclusion initiatives. If your organization is able, offer stipends and other supports for 
participation; at a minimum, ensure that an equivalent time commitment (likely 3-5 hours per week, depending on the individual’s 
role) of existing work gets reallocated.

At this stage, look for innovators and early adopters who are already working on these issues. This stage is likely not the best time to 
bring in the staunch opponents or skeptics, though certainly your DEI Team will need to consider how best to engage and support all 
of your stakeholders.

All potential members should have the opportunity to consent – or not – to participating. Give each prospective member time to 
reflect and consider their potential concerns and questions.

Build the Team’s Foundation
Develop shared language and understanding of the team’s role. In broad terms, the team has content responsibilities (e.g., explaining 
concepts relevant to diversity, equity, and inclusion) and process responsibilities (e.g., designing an arc of learning activities). We strongly 
recommend that the DEI Team create a charter, collaboratively, and share it with other stakeholders. Check out the tools Sample Diversity, 
Equity and Inclusion Strategy Team Charter and Team Development Cycle at the end of this document.

Build community by sharing your identities, stories, and what brings you to this work. Be sure to check in about what each member needs 
to participate fully, in terms of working agreements, accessibility practices, and other supports. Some prompts your team should reflect on 
individually and discuss collectively:

 •   How do my identities impact my leadership? Which of my identities am I most aware of in my work and community?

 •   How do I typically respond to conflict or disagreement? How do we as an organization typically respond in conflict 
or disagreement? What practices or values might we try to hold when we experience conflict or disagreement in this 
team’s discussions?

 •   How do I typically build trust in my relationships? How do we typically build trust in our organization? What practices or values 
might we try to build trust through this process?

 •   How do I typically respond to feedback? How do we as an organization typically respond to feedback? What practices might we 
try to invite and honor feedback?

 •   What is my level of skill, knowledge, and comfort in discussing race, class, gender, sexuality, ability, and other identities? Which 
of these categories am I most equipped to discuss? Which am I least equipped to discuss?

 •   What is our collectively level of skill, knowledge, and comfort in discussing race, class, gender, sexuality, ability, and other 
identities? Which of these categories are we most equipped to discuss? Which are we least equipped to discuss?

 •  What additional resources or support might we need to gather before we begin this process? Consider perspectives 
missing from the team, skills or knowledge that you may need to gain from additional training or external supporters 
(partner organizations, community organizations, trainers and facilitators, CIS affiliates).

These conversations are extremely valuable in and of themselves, so take your time with them. Invite all team members to pause the 
conversation or return to a previous discussion.

Prepare Your Team
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Prepare to Facilitate the Conversation

Your role in designing and guiding the process has multiple dimensions and responsibilities. These include: 

 •   Creating a well-designed, inclusive process

 •   Ensuring that meetings are relevant to participants and that they have enough information to make meaningful 
contributions during meetings

 •   Ensuring opportunities for different types of engagement 

 •   Attending to power dynamics and mitigating dynamics that value some people’s voices or experiences over others’ 
based on race, class, ability, gender, sexuality, or other identities

 •   Balancing your focus on the results, processes, and relationships in your meetings

 •   Making it easy for participants to contribute ideas, explore differing perspectives, build deeper understanding, and 
make agreements as need to move the work forward

The guidelines below describe ways to prepare before and engage during meetings throughout your process. We think of meetings 
expansively—any time two or more people get together virtually or in person to share information, make decisions, or take action. So 
a phone call between two or more people is just as much a meeting as an in-person discussion with 20 participants. Meetings can be 
simple, informal conversations over a meal or formal, structured processes in a conference room.

The tips below are scalable for groups of different sizes in different settings. The key is to think through how you’ll guide the 
meeting before you’re actually in it.

Meeting Design
Link the conversation to an overall strategy. Be clear about how this meeting relates to your overall goals for your DEI work. Be sure 
to understand who is sponsoring or calling for this conversation and why they think it’s important, as well as other points of view.

Assess the group’s readiness for the conversation. For instance:

 •   What preparation needs to take place before the group can move ahead on this issue? Are they ready to focus on issues 
at the macro level (institutional and structural), as well as the micro level (internalized and interpersonal)? Do they all have the 
baseline information necessary to fulfill the desired outcomes? 

 •    If the group is weak on the basics of collaboration, listening, or consensus building, consider teaching and explicitly modeling 
the skills of collaboration (e.g., listening for understanding, withholding judgement, productively exploring alternative points of 
view) to build the group’s capacity for complex conversations).

 •    If the group tends to avoid conflict, consider beginning with a simpler conversation that can build skill and experience 
handling multiple viewpoints and conflict before beginning a collective dialogue about race. Progress strategically toward 
conversations about race as the group builds skill.

Help participants understand the whole process and how individual conversations fit into it. What is the series of 
discussions, workshops, and other activities related to diversity, equity and inclusion? What are your plans for next steps after this 
specific conversation? Be clear about how decisions will be made throughout the process.

Establish a clear focus and goals for each meeting. Don’t try to take on everything in one conversation. Make sure you have clear 
desired outcomes. Examples of different types of desired outcomes include: 

 •   Knowledge-related outcomes 
–  A shared understanding of XYZ, so that we can learn from prior experience 
–  A shared understanding of XYZ, so that we can each play our roles in implementing the project 
–  A shared understanding of challenges related to XYZ, so that we can identify alternative approaches or solutions

 •   Products-related outcomes: 
–  An initial list of XYZ (that will be refined by ABC before our next meeting) 
–  A prioritized list of issues and concerns about XYZ (that we – or other decision makers – will address in the future) 
–  An agreement on XYZ (e.g., whether to move forward with a proposal; a list of action items for the next six months)
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Prepare to Facilitate the Conversation

Prepare to involve a broad range of stakeholders in the series of conversations about this work. Identify or seek volunteers who have 
varying views to work with you to design your meeting(s) or planning process.

Be sure to consider and address accessibility needs from the viewpoint of different stakeholders and the cultures from which they 
come. Consider different types of accessibility: physical, technology, logistics, financial, time, language, and others. For example, do 
participants in a virtual meeting all have access to video conferencing tools and high-speed internet? Do participants with low vision need 
auditory tools? Do materials need to be translated into other languages? Do you need an ASL interpreter?

Be sure that the materials (e.g., pre-reading, handouts) and activities are appropriate and accessible for the audience. 

Design for the whole person. Balance structured conversations with creative activities such as art projects, films, storytelling. Prioritize 
hands-on experiences and sharing lived experiences. Make space for caring for participants’ bodies and spirits.

Prepare visuals as needed, including creating a “group memory” where notes are taken in real time and participants can view them. 
This could be via chart paper or a laptop and projector in a meeting room, or via a shared screen or shared document in a virtual meeting.

Identify roles and share responsibility for the meeting. This could include presenters, facilitators for different sections of the meeting, 
note takers, people to lead energizers or breathing exercises or stretches, people to manage technology in virtual meetings (e.g., breakout 
rooms, responding to the chat, etc.), people to help people catch up if they arrive late, etc.

Facilitation Tips
Begin by building an agreement about meeting norms or ground rules together. Here are a few suggestions you might offer if they 
do not come up in the group. Check out the tool Sample Meeting Norms below.

Create opportunities for relationship building within the dialogue (e.g., opener/ice breakers, paired activities, small group 
conversations) that enable participants to discover interests or experiences they share. 

Keep the conversation on track before beginning by ensuring agreement about the process, roles and desired outcomes; clarifying the 
process along the way; reflecting back what is emerging in the conversation; and using the agenda as a guide to help the group achieve its 
desired outcomes.

Expect that some (possibly many) people will feel uncomfortable at different moments during conversations about race. Help the 
group progress in the midst of discomfort by: 

 •   Normalizing discomfort and encouraging the group to lean in, understanding that people can be uncomfortable and safe at 
the same time

 •   Reinforcing the group’s norms

 •   Inviting people to make “I” statements and own their viewpoints (rather than saying things like “we all know that…” or 
“it’s clear that…”)

 •   Acknowledging the difficulty and pain associated with the conversation and creating space for people to pause, reflect, and/or 
take an individual or group break when necessary

 •   Encouraging people to seek understanding rather than assessing, judging, agreeing, or disagreeing

 •   Modeling respectful listening 

 •   Offering direct, clear, actionable feedback to individuals and the group

 •   Reminding people that the problems are systemic in nature and reinforced by policies; people are not bad but many policies 
and practices create and reinforce inequities

 •   Designing a mix of small group and large group conversations to enable people to share their thoughts and feelings in 
different settings
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 •   Creating opportunities for people to connect with one another and reflect on and connect with their own sources of 
power and purpose

 •   Designing a physical space that creates wellbeing for participants

 •   Inviting people to share the air space; noticing and intervening if a few people tend to use a lot of airtime or frame the 
conversation; actively encouraging participation, especially from quieter participants:  
–  by design choices (e.g., round robin, when you move around the circle to take comments from each person rather         
   than a brainstorm when people jump in randomly)  
–   by direct invitation (e.g., “let’s hear from some of the folks who haven’t spoken in the past 15 minutes”)

Be aware and remind the group of the difference between intent and impact. Help group members to educate one another 
about the impact of their words and actions.

Be humble and adaptable, inviting input from the group about what is and isn’t working, what’s needed, what is and isn’t possible 
within the current time, space, and relationships. During and between meetings, seek explicit feedback on your facilitation from all 
participants, and especially from participants of marginalized identities.

Preventions
Put Preventions in place to maximize the likelihood that he meeting will stay on track. 

 •   At the beginning of the meeting, build agreement on what we are doing in this meeting and how  
(don’t just announce): 

     –   Desired Outcomes 

     –   Agenda 

     –   Roles 

     –   Decision Making 

     –   Working Agreements/Norms

 •   Throughout the meeting, clarify the process, making sure the group is clear about the process and why 
you’re using it. Be sure participants agree to participate. For example: “We’re about to brainstorm and refrain 
from advocacy. When we finish brainstorming, we will have a chance to advocate. Does anyone have a 
problem with waiting until later to advocate?” 

 •   Ask Open-Ended questions to generate participation. Ask questions that has many possible answers 
rather than yes/no questions or questions that lend themselves to one-word answers.

 •   Request that people withhold judgment. Suggest that people hold back on forming opinions until all of the 
relevant information has been surfaced and explored for understanding. 

 •   Focus on agreement, not disagreement. During a meeting or discussion, build a safe environment and 
avoid counterproductive debate by focusing on agreement rather than disagreement. Highlighting agreement 
reinforces what the group has in common and prevents the group from sliding back into issues they have 
already resolved. It also provides a reminder of common ground to help them address areas where there are 
strong disagreements.

 •   Design for whole people. Take into account participants’ physical, emotional, intellectual, and spiritual 
needs.  Build in breaks (at least every 90 minutes) and somatic pauses that enable participants to connect or 
reconnect head, heart, and spirit (every 30-40 minutes, especially in virtual meetings). Prepare the physical (or 
even the virtual) space, including table toys (e.g., stress balls, pipe cleaners), art supplies, an inspiration table, 
natural elements (flowers, stones, water), music, food, and water/refreshments. Design activities that enable 
participants to deepen their knowledge and appreciation for one another.

Prepare to Facilitate the Conversation
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 •   Prepare to deal with emotions: Building commitment to advancing diversity, equity, and inclusion will inevitably 
bring up strong emotions. While these tools are listed in the preventions section, many of them are also useful as 
interventions.

     –   “Permission to cry or pound the table:” Acknowledge that emotions are part of the conversation, and that 
they give us information about our underlying concerns for justice, safety, and more. Be ready to acknowledge 
emotions as they arise without being swept away by them.

     –    Invitation to be real: Ask people how they are feeling. Ask what they need in the moment to be ready to move 
forward. Invite them to be vulnerable.

     –   Trust Building Exercises: Build in activities to help group members see how their experiences are connected, 
and how they are actually more connected than they might initially have thought.

     –   Make the Comfort, Stretch and Panic Zones explicit: Acknowledge that learning and building agreements 
often require us to get out of our comfort zones. Acknowledge that what might feel like a good stretch for some 
people might feel much more intense to others, to the point of pushing them into their “panic zone.”

Interventions
Use Interventions as needed to get the conversation back on track. Be sure to tailor the interventions to the group and the situation, 
always being careful to ensure the human dignity of participants. We differentiate between process interventions (i.e., turning the group’s 
attention back to our desired outcomes, how we got here, and where we’re going next) and content interventions (i.e., sharing information, 
data, stories, resources, etc. that can help inform our decisions and discussions).

Process Interventions
Process interventions help you and the group to hold the conversation and maintain space that is both safe and productive.

 •   Bracket: Turn down the volume of your own internal chatter by reminding yourself that it is both useful and 
respectful to understand the speaker’s words, thoughts, or feelings. 

Example:   Speaker: “I really don’t believe you are committed to working on this issue with us.”  
Listener:  Quiet the internal voice that is saying, “I’m so offended that he’s questioning my 

commitment!” and decide that you’re going to set that aside, listen to him, and do  
your best to understand his concerns.

 •   Make Process Commercials: Explain why you are taking the approach or using a particular process. 

 •   Ask a Probing Question: Ask open-ended questions that encourage the speaker to make their 
assumptions or reasoning explicit, or that invite them to take a deeper look at what they are saying and why 
it’s important to them.

Process Interventions Summary

•   Bracket

•   Make Process 
Commercials

•   Ask a Probing Question

•   Reinforce Process 
Agreements

•   Ask or Say What’s 
Going On

•   Accept / Legitimize /  
Deal With or Defer

•   Acknowledge Emotions

•   Reflect

•   Paraphrase

•   Check Perceptions

•   Boomerang

•   Build Small Agreements

•   Ask for a Proposal

•   Regain Focus

•   Use Body Language

•   Ask People What They 
Need

•   Use Humor

Prepare to Facilitate the Conversation
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 •   Reinforce Process Agreements: Remind the team of a previous agreement (about the flow of topics on 
the agenda, roles different people are playing, or norms).  

Example: “ It sounds like we’re redefining the problem here rather than generating possible solutions. 
Remember, we agreed to focus on solutions. Does this problem statement still work for 
everyone? [If the response is yes… ] Good, let’s continue generating alternative solutions.” [If the 
response is no, you may need to make a process suggestion and build agreement with the group 
to refine the problem statement before continuing.]

 •   Ask or Say What’s Going On: Name something that isn’t working to get it out in the open so the group 
can deal with it. Or, name something that is working, so that the group can make efforts to build on its 
successes. Be sure to describe behaviors without ascribing meaning to them.  

Example: “It’s very quiet here. What does the silence mean?”  

Example: “ When you invited someone to speak up that we hadn’t heard from in a while, that was a great 
example of our group agreement to share responsibility for the success of the meeting.”

 •   Accept / Legitimize / Deal with or Defer: Create a safer environment for participation by: 
     –   acknowledging or responding to a speaker whose ideas are “out of sync” with others in the group or with 

the topic on the agenda; 
     –   legitimizing his/her contribution without either agreeing or disagreeing; and,
     –   agreeing together about how to move forward.

      Example: “ You’re not convinced we’re getting anywhere? That’s OK. Thanks for raising the question. It’s 
important for us all to accomplish what we came here to accomplish. Would you be willing to 
hang on for ten more minutes and see where we get? Then we can see if we need to shift the 
conversation. Yes? Thanks.”

      Example: “ This issue you just raised sounds like an important one to you, but it’s not on today’s agenda. 
Because it’s so critical for us to get through our agenda this morning, I’d like to put this issue in 
our parking lot for now. At the end of the meeting we can decide where and when it should be 
discussed. Will that work for you?”

 •   Acknowledge Emotions: Acknowledge your own and others’ emotions and normalize that people are 
experiencing emotions. 

 Example: “ I’m sensing strong emotions coming up in this conversation. Let’s all take a breath and notice 
how we’re feeling.” (Pause, breathe for a few seconds.) “Emotions can give us cues to things that 
really matter to us. Before we continue, does anyone want to share what they’re feeling or what 
they are concerned about?”

 •   Reflect: Repeat what the speaker said in their words, to confirm that you heard them correctly.

      Example:  Speaker: “I believe that we should stop the project. Things just are not working.” 
Facilitator: “So, you think we should stop the project because things are not working.” 

 •   Paraphrase: Restate a speaker’s comments, using your own words to confirm that you understand the 
speaker’s meaning.

      Example:   Speaker: “I believe that we should stop the project. Things are just not working.” 
Facilitator: “ So, you think the problems with the project are big enough that we should stop 

the project.” 

Prepare to Facilitate the Conversation
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 •   Check Perceptions: Stating what you perceive (e.g., a feeling or an assumption) that wasn’t said explicitly 
to confirm your perceptions about what the speaker thinks or feels. 

      Example:   Speaker: “I believe that we should stop the project. Things are just not working.” [said forcefully] 
Facilitator: “ It sounds like you are frustrated with our efforts to solve problems with this project as 

they have emerged along the way. It also sounds like you don’t see any way to get 
things back on track and would rather we not put more effort into this project. Am I 
understanding where you’re coming from?”

 •   Boomerang: Return a question to the person who asked it or to the team so that the facilitator does not 
take responsibility for answering all questions. 

      Example:   Speaker: “How can we possibly meet that schedule?”  
Facilitator: “What do you think will get in the way?” 

 •   Build Small Agreements: Work toward a complex agreement by breaking it into smaller parts. Focus on 
building one agreement at a time. 

      Example: “ We don’t seem to agree on the whole proposal. Let’s see which piece we can agree on. How 
about section A? Great! What else can we agree on?” 

 •   Ask for a Proposal: This could be a proposal about content (e.g., which idea should we move forward) or 
about process (e.g., when would you like to take the break). When you get a proposal from an individual, be 
sure to check for agreement with the group before moving forward.

 •   Regain Focus: Make sure everyone is engaged, working on the same content, and using the same 
process at the same time. 

      Example: “ Let’s stay focused on identifying problems. I know you have some great solutions to offer. Can 
you hold onto your ideas for a few minutes until we finish this brainstorming?”

 •   Use Body Language: Reinforce words with body language that aligns with your intentions. Recognize that 
people interpret body language differently, so do your best to align your body language with your intentions.

      Example:   When asking the group to pause and take a breath, check your own posture and settle into 
your seat.

      Example:   When inviting deep conversation or relationship-building between the group, move back and out 
of the way, or invite the whole group to get into a circle.

 •   Ask People What They Need. This could be done in the context of the group, or by calling a break to 
check in with individuals who seem especially challenged by the discussion. 

 •   Use Humor: Make a joke to relieve the tension. We offer this intervention with many cautions. Be careful 
not to joke at the expense of any people group, including your own. Be careful that your use of humor does 
not minimize the importance of the conversation. And, of course, only use humor intentionally if you’re truly 
funny – and the group is likely to “get” your humor. 

Prepare to Facilitate the Conversation
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Content Interventions Summary

•   Working Definitions

•   Facts or Data

•   Personal Experience or 
Observations

•   Systems Thinking 
Iceberg

•   Interrupt Unconscious 
Bias, Racial Anxiety, 
and Stereotype Threat

•   Introduce a Growth 
Mindset

Content Interventions
Content interventions enable the group to learn something useful about the topic in order to advance the conversation. In conversations 
focused on diversity, equity, and inclusion, we’ve found the following content interventions particularly useful.

 •   Working Definitions: Explain key definitions or concepts, preferably referring to working definitions that have 
been shared previously.

      Example:   “I notice we’re using the terms ‘Black people’ and ‘People of Color’ interchangeably, so I want to point 
us back to our working definitions. We use the term ‘Black people’ to refer to people of the African 
diasporas or of African descent. ‘People of Color’ refers to people of many different races or lineages, 
including people racialized as Latinx, people racialized as Asian, people racialized as Indigenous, and 
others who are racialized as something other than white. As we explore the challenges our students face, 
it’s important to be as specific as we can about how different groups are doing.”

      Example:   “As we are taking about ableism, we seem only to be talking about it at the internalized and 
interpersonal levels – focusing on how able-bodied staff and faculty think about and interact 
with individuals who are differently abled. As we think through ways to support students who are 
differently-abled, we also need to think about our day-to-day practices and the ways in which our 
physical and social environments support or impede these students’ progress.”

 •   Facts or Data: Sharing historical or contemporary facts or data can build deeper understanding and shift a 
conversation out of the realm of pure opinion and perspective. Rather than leaving interpretation to the listeners, be 
sure to frame the facts and data so that they tell a coherent story that connects to the discussion.

 •   Personal Experience or Observations: Sometimes, a personal story (either your own, or one that was told 
to you and which you have permission to share) or your observation of a challenge that others face can open 
a person’s mind to new perspectives more readily than data or facts. This can be especially useful if people 
who have privilege are having a hard time accepting difficult facts and data, or if they are having trouble seeing 
beyond the interpersonal to the structural and institutional levels. 

 •   Systems Thinking Iceberg: Another way to get a group to think beyond simplistic or one-off explanations 
is to walk them through the questions of the Systems Thinking Iceberg. Rather than focus just on the specific 
situation, ask about broader patterns that the situation might reflect. Probe for systems and structures, cultural 
and institutional values, and beliefs that lie “below the waterline.” 

 •   Interrupt Unconscious Bias, Racial Anxiety, and Stereotype Threat. Use strategies outlined in The Science of 
Inequality to interrupt and reduce unconscious bias, mitigate racial anxiety, and interrupt stereotype threat. 

 •   Introduce a Growth Mindset: When participants imply that they or others are not able to change their minds or 
habits, remind them that with desire, high expectations, and high support, people can and do grow and develop.

Prepare to Facilitate the Conversation
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Design Your Pathway to Action

Understand Your Stakeholders
To design a planning and learning process that will inspire people and create positive change, think systematically about your stakeholders: 
what’s important to them; how issues of diversity, equity, and inclusion affect them; and how ready your organization and community are to 
explicitly address diversity, equity, and inclusion.

You want to identify early adopters and others who will enthusiastically champion the focus on diversity, equity, and inclusion. On the other side 
of the spectrum, you’ll also want to identify possible opponents and sources of resistance to develop strategies for addressing them. 

Check out the tool Stakeholder Analysis and Engagement Worksheet below.

Design Your Pathway to Action
Once you have a strong sense of your stakeholders’ interests and needs—and a good idea of how to balance your 
focus on hearts and minds, structures and behaviors—it’s time to map out your Pathway to Action. This is a combination of 
planning and learning activities that will build shared language and a practical plan. Think through the outcomes (e.g., shared 
understandings or agreements), products (e.g., vision and action plans), or other milestones you want to achieve during your 
learning and planning process. The DEI Team should establish a logic or flow of topics. This could include:

 •   Learning/building a shared understanding of oppression, discrimination, and power

 •   Naming and healing from past harms caused by racism and other isms within your organization

 •   Agreeing on a vision of what racial equity will look like in our community

 •   Diving into how opportunities and challenges related to diversity, equity, and inclusion have shown up historically, 
and how they currently manifest in your community and your organization

 •   Identifying strategies to pursue equity and inclusion within your organization and within your community

 •   Developing a plan of action

Think through how this process aligns with other organizational and community processes (e.g., strategic planning process, 
annual operational planning, community-wide dialogues).

Think about the kinds of teams you’ll need to move through your process. For some, the Diversity, Equity, and Inclusion Strategy Team may 
be the only team that you need. Once they’ve designed the process, they can take on the role of developing the plan with input from your 
stakeholders. You also may need to set up short-term working groups or task teams focused on a specific topic (e.g., housing, employment) or 
activity (e.g., communications). No matter what kinds of teams you create, be clear about who will make final decisions about the plan of action 
and who you need to engage for input and feedback along the way.

IISC’s Collaborative Change Framework

ContextContext
Why is this important? 
What else is going on?

Stakeholders
Who are the stakeholders?
What is important to them?

Goals 
of the 

Process

Pathway 
to Action

(The Process)
Current
Reality

Key Stakeholders
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Then you’re ready to think about concrete learning and planning activities. A typical process will involve some 
combination of the following:

 Dialogue, Healing, or Team Building

  Teams need time and space to learn about members’ personal experiences with diversity, equity, and inclusion. This 
is an opportunity not only to share about one another’s backgrounds, but also to unpack difficult situations or repair 
harms that may have happened within your organization. Often this kind of dialogue is important before diving into 
initial learning or planning and revisiting them later in the process. This can and should happen within the DEI Team, 
with your broader staff, and potentially with larger groups of stakeholders.

 Learning

  This could include workshops focused on diversity, equity, and inclusion content and concepts. It could also 
include workshops focused on collaboration, facilitation, or community organizing.

 Planning

  Topics could include developing a shared understanding of problems and issues, a shared vision of a better 
future, a plan of action and ways to monitor implementation and assess impact.

 Affinity Groups

  Individuals often need ongoing support to grapple with how racism affects their lives and work. Because the 
impacts of racism are very different between different racial groups, it can be helpful to explore these questions 
in same-race spaces to reduce the possibility of inadvertently harming people from other racial groups while 
working through challenging issues. Affinity groups or caucuses are a way for people to explore issues in same-
race spaces to support ongoing multiracial dialogues and planning. Similarly, affinity groups can be used to 
focus on experiences based on gender, ability, or other dimensions of identity.

 Coaching

  One-on-one coaching is often particularly useful for people in leadership and management roles who may be 
struggling with how to understand their impact and practice more equitable leadership. 

Don’t be surprised if it takes you several months just to get to the stage of deciding which activities will be in your Pathway 
to Action. The timeline for the learning and planning process itself may be a shock. It’s common for folks to anticipate 
a three to six month process, then discover that they need much more time to learn together and engage stakeholders 
effectively. It may take you longer to create your plan with a high level of stakeholder engagement than it would if a small 
team from your staff cooked up a plan on its own. However, you’d then spend a long time “selling” the plan to everyone 
who needs to take part in implementing it. This way, various stakeholders contribute to the thinking and planning to build 
a constituency for the plan and increase the odds that it will be implemented. In addition, you’re actually doing diversity, 
equity, and inclusion work at every stage, strengthening the muscles and building organizational readiness.

You also may want to create a simple visual map to summarize the different activities in your pathway. 

Check out the Designing Your Pathway to Action Worksheet. There are also lots of resources in the Resource Guide that 
can help you identify areas of focus along your pathway to action, organized by level on the Stakeholder Commitment 
Continuum and department or role.

Design Your Pathway to Action
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Bring Champions Together and Launch Your Process

There’s an important part for organizational and community leaders to play in your process, including in planning stages. This is the 
moment when you’ll connect with key leaders (mostly internal to your affiliate although sometimes external support can be a powerful 
motivator) who can champion the effort by speaking clearly and explicitly about the need to focus on diversity, equity, and inclusion; 
identifying resources (including staff time and “real estate” on critical meeting agendas); and removing obstacles. With their support, the 
next step is to launch the planning and learning process you and your team have designed. 

Engage Champions
As you map out your planning process, you will have completed at least an initial stakeholder analysis. By now, you have a 
good sense of who will be supportive champions and supporters of your efforts to focus on diversity, equity, and inclusion; 
who will likely oppose your efforts; and who occupies the “influenceable middle” of the adoption curve. Although you don’t 
necessarily need all senior leaders to be champions, you will need the support of at least a few well-positioned people to 
build the will and resources to move your change process forward.

Champions are typically, but not always people with positional power, including senior staff and board members of your 
organization; senior staff or board members in partner organizations, including the school or schools you serve; leaders of 
key community groups in your area; highly visible donors; and public officials. A top-down “blessing” from these leaders and 
their public support is not all you need to move toward deeper equity and inclusion, but they will make the job of securing 
resources (including time and attention) and building alignment much easier.

You’ll likely need a variety of methods to engage champions. We suggest starting with a series of one-on-one meetings. 
Sometimes champions function best as individual advisors; sometimes they function best as a group that can receive 
periodic updates and share advice together. Regardless of the engagement methods, you’ll want to develop your ask of each 
individual. Some examples include:

 •   Public affirmations and regular mentions of the efforts in spoken and written comments

 •   Specific actions to model equity and inclusion in their day-to-day work

 •   Agreement to invest organizational resources (e.g., funding, staff time, reputation)

 •   Agreement to invest their own time (e.g., coming together to stay abreast of the efforts, advising as needed, removing 
barriers to equity and inclusion, participating in key learning and planning events alongside other stakeholders)

If key leaders aren’t supportive, a minimal ask could be an agreement to proceed and not to create barriers or otherwise 
sabotage the work. In this case, it’s critical to be clear about who has the final decision-making power over the process design 
and the contents of the plan that will be developed through that process, because you don’t want your Diversity, Equity, and 
Inclusion Strategy Team to invest a lot of work only to have it overturned. Sometimes, it can be appropriate to find others—such 
as a partner organization, a donor, or an important community group—to help make the case with a resistant leader.

Champions

Innovators Early Majority Late Majority Saboteurs
Early 

Adoptors
Latest 

Adoptors

Supporters Neutral Resisters Adversaries
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Bring Champions Together and Launch Your Process

Engage Additional Early Adopters
Your Diversity, Equity, and Inclusion Strategy Team members are your earliest champions for the process. At this stage, you’ll 
also want to engage others who are already working on diversity, equity, and inclusion, regardless of where they sit in the formal 
hierarchy of your organization or other organizations or companies. Bring them together to engage with your case for change 
and learn about what each is doing. Create an ongoing learning community where they can share practices, support one 
another and strategize about how to move the work forward in your organization and across your community.

Make an Authentic Invitation1 
Borrowing from the fields of community organizing and fundraising, we know that people respond to authentic invitations 
from folks they trust. The same principle applies to engaging champions in working together around diversity, equity, and 
inclusion. You’re inviting people to be part of a rewarding and sometimes challenging process of creating a more positive 
future for your organization and your community.

To open the community to an alternative future, start with the invitation conversation. Since all the other conversations 
lead to one another, sequence is not all that critical. It’s important to understand that some are more difficult than others, 
especially in communities where people are just beginning to engage with one another. Certain conversations are high-
risk and require a greater level of trust among people than others to have meaning. A good meeting design begins with 
less-demanding ones and ends with the more-difficult ones.

1   For more on making authentic invitations and “six conversations that matter”, see Community: The Structure of Belonging by Peter Block.
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Dimensions of Success Sample Questions to Consider

Results •   Are we completing our deliverables on time? 

•   What is the quality of our deliverables?

•   Are our deliverables helping us drive our organization to operate more equitably? 
Are we moving toward more equitable results for the people we serve?

Process •   Are we working sustainably? Do we individually and collectively have the 
resources – skills, materials, time, advisors, helpers, etc. -- to do our best work? 
Are we making the best use of our resources?

•   Are we working inclusively? Are all voices being valued? Are we making space 
for all stakeholders to share their perspectives and be heard?

•   Are our conversations, meetings, events, documents, etc. accessible to people 
with disabilities, people who don’t speak or read English fluently, people who 
work multiple jobs or long hours, etc.?

•   Are all stakeholders actively engaged? Who isn’t participating? What do we 
understand about why not?

•   Are roles clear? Which roles or responsibilities aren’t covered?

•   How are decisions made and are the decision-making methods transparent?

Relationships •   Are we building trust between individuals, within the DEI Team, across the 
organization, with external stakeholders?

•   Are we facing conflict? What conflicts remain unaddressed or unresolved?

•   Do team members feel connected and committed to each other, the 
organization, the network, and the initiative?

Maintain Commitment

Once your DEI Team has designed your pathway, and begun engaging your community in the process, a key part of 
your role as a leader will be keeping your eye on the big picture. It can be easy to get caught up in the deliverables or the 
other responsibilities and crises demanding your attention. Continually return to your why, individually and with your DEI Team. 
Attend to the quality of your relationships and your process – how are we working together, are all voices being valued, is this 
sustainable – as much as your results. Here are some sample questions to consider, but be sure to talk with your DEI Team 
about what goals and indicators of success you will use to assess the quality results, process, and relationships.

It’s crucial to follow through on your commitments and requests. Asking stakeholders for input or effort, and then not doing 
anything with it, or making commitments and not following up, will damage their trust in you as a leader and your diversity, 
equity, and inclusion initiative. This is not to say you have to be perfect, or fast, or all-knowing -- often the best route to building 
trust and buy-in is humility and transparency of what you don’t know, what didn’t work, or where you’re stuck.
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Sample Diversity, Equity and Inclusion Strategy Team Charter
A team charter describes the purpose of a team, outlines guiding principles and describes the team’s role. 

1.  Purpose of the Diversity, Equity, and Inclusion Strategy Team  
  To design and steward a collaborative planning process that produces a diversity, equity, and inclusion plan and 

support its implementation. 

2.  Sample Guiding Principles*  
  Stakeholder Inclusion 

Community input and participation drives the development of the initiative. We include staff, board members, part-
ners, program participants and community members from the private and nonprofit sectors in the decision making, 
planning and implementation processes. 

  Transparency 
We encourage open dialogue and exchange of ideas throughout the development, planning and implementation 
processes. As a community, we ask questions, find answers and develop solid strategies together. The planning 
process and decision-making are clear and made known every step along the way.

  Collaboration 
By involving people from a variety of backgrounds, we ensure that community members as well as staff are informing 
and benefiting from the most well-rounded, developed strategy possible. We build sustainable partnerships between our 
organization and the community that maximize the benefits of our work in the local area. 

  Research and Data 
Our collective understanding of the issues we face—as well as the approaches we develop and the goals we set to 
accomplish them—will be based on information that’s relevant and usable. We disaggregate our data to uncover inequities. 
Our programs and strategies are evidence-based and have records of success that can be replicated.

  Intentionality 
We’re purposefully building a planning process that holds to the principles above. We work hard to ensure our 
actions match our words. When we make mistakes, we take responsibility, learn from them and make every effort to 
do better going forward. 

3.  Guidelines for Team Composition  
  The team should include individuals who reflect: 

 •  Diverse identities (particularly in race/ethnicity, gender and generation) 

 •  Each layer/level in the organizational hierarchy (e.g., line staff, middle managers, senior leaders)

 •  Each site/location (or collection of sites/locations)

 •  Different roles (e.g., programmatic, technical, administrative/infrastructure)

 •  A variety of lengths of tenure with the organization 

 •  Different places on their learning curve around equity, diversity and inclusion 

Additional Tools

*   This example of guiding principles is drawn from IISC’s work with a network focused on improving outcomes for young children. It’s useful to work together 
with your team to develop your own guiding principles or values.
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4.  Key Team Roles and Tasks 
Throughout the process, the team will play multiple roles.

PROCESS

Process leadership

 •   Serve as ambassador for the project within the organization to communicate updates, gather input and identify 
potential opportunities and challenges

 •  Provide accurate assessments of stakeholder interests and concerns; keep “finger on the pulse”

 •   Generate and sustain enthusiasm, interest and engagement in the process among stakeholders outside of the team

Process design

Focus during design phase:

 •   Timeframe and length of process

 •   Phases and milestones

 •   Track activity and link to other organizational processes (e.g., all-staff retreat, regular meetings of various 
teams and groups)

 •   Stakeholder analysis and engagement strategies: who will be involved, when and how they will do so and who 
will be in each ring of involvement

 •   Decision-making process and guidelines

 •   Format and scope of the final product(s)

Focus during planning and learning phase:

 •  Design agendas for specific meetings, workshops, planning sessions, etc. 

 •  Ensure that events are implemented as planned

 •  Make mid-course corrections to activities based on real-time learning and feedback

Network development

 •  Inventory of other related planning processes

 •  How to coordinate and build on other efforts

Data management and communications

 •   Record, synthesize and share information; prepare documents for decision making, track decisions and 
update documents as needed during the process

 •   Use media to share information

 •   Ensure that the process and progress remain visible

Project management and resource development (could be delegated to project manager)

 •   Manage and guide process

 •   Ensure adequate staff support 

 •   Coordinate with consulting support and other resources (process and technical)

 •   Reserve meeting space and supervise logistics

 •   Budget for proposed process

 •   Plan for securing funds, space, volunteers and other resources

Additional Tools
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CONTENT ROLES

Input gathering, decision making, and plan development 

 •   Gather and synthesize stakeholder input

 •   Develop a the Diversity, Equity and Inclusion Plan, engaging relevant decision makers throughout the process3 

5.  Individual Roles and Responsibilities 
 •   Be ambassadors and advocates for the planning process and strategic change within and beyond your 

organization, including possibly acting as a spokesperson for the planning effort in different settings 

 •   Help build communication between stakeholder groups and the planning process:

     –  Stay connected to the stakeholder groups you represent 

     –   Reflect their thinking and points of view on the Diversity, Equity and Inclusion Strategy Team and in the planning process 

     –  Communicate progress to stakeholder groups 

 •   Collaborate in plan development and analyze input from stakeholders, using their feedback to make final 
decisions about what’s included 

 •   Help reach out to and recruit people for work teams and community gatherings

 •   Participate on work teams, where appropriate

 •   Attend Diversity, Equity and Inclusion Strategy Team meetings and community gatherings related to the process

3   Depending on the decision-making process, the team may make none, some, or all of the decisions about what goes into the plan. Often different 
individuals or teams may contribute parts of the plan closest to their own work. Sometimes the team consolidates and forwards a recommendation to the 
senior leadership for final agreement. Some decisions may require board involvement as well.

Additional Tools
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Values

Service
Authenticity

Love
Service

Authenticity
Love

Strategic

Collaborative

Receptive
& Flexible

Profile of a 
Collaborative 
Change Agent

6.  Attributes of Effective Diversity, Equity and Inclusion Strategy Team Members
  Effective Diversity, Equity, and Inclusion Strategy Teams are comprised of members willing to focus on the “how” of a 

collaborative process, knowing they’re creating space for themselves and others to determine the “what” that will be developed 
along the way. Individual members reflect the profile of a collaborative change agent, demonstrating a collaborative attitude, 
strategic thinking and receptive/flexible behaviors to live out the core values of service, authenticity and love.

Additional Tools

Profile of a Collaborative Change Agent
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Values

Service

•   Works for or assists. 

•   Focuses on the interests and 
needs of others.

•   Builds relationships based 
on equality, humility, and 
mutuality.

Authenticity

•   Brings their full self into  
the room; expresses passion  
for the issues. 

•   Tells the truth; admits 
uncertainty.

•   Seeks deeper understanding 
of others’ cultural backgrounds 
and identities as well as  
their own.

Love

•   Holds others in their full 
humanity.

•   Communicates deep 
acceptance of others’ thoughts, 
feelings, and intentions.

•   Unselfishly delights in the  
well-being of others.

•   Taps their own inner core.

Attributes

Collaborative

•   Creates opportunities for 
people to work together.

•   Shares the power of  
decision making.

•   Promotes the value of  
win-win solutions.

•   Engages diverse participants, 
acknowledging their value to 
the group, and brings their 
experience, strengths, and 
competencies into the room.

Strategic

•   Reminds others of the  
“big picture” and the  
overarching goal.

•   Understands systemic racism 
and other -isms. 

•   Keeps attention focused on 
high-leverage issues and 
activities.

•   Provides perspective at  
critical moments.

Receptive & Flexible

•   Welcomes, encourages, seeks 
out, and explores different ideas 
and opinions.

•   Accepts others’ ideas, 
perceptions, and feedback in  
a non-defensive way.

•   Adjusts plans to meet  
changing needs.

•   Models collaborative behaviors.

Attributes and Values of Team Members

Additional Tools
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Inclusion  
(identity, dependence)

Control  
(influence, autonomy)

Openness  
(intimacy, affection)

Questions Faced/ Asked by the Team

•   Why am I here? Do I belong? Will 
I have to relinquish something 
about myself to belong here?

•   How much do I matter to others and 
how much do they matter to me? 

•   What roles are the members of 
the team going to take? 

•   How competent do I  
feel compared to others  
in the team? 

•   What is my realm of 
influence? 

•   Will others recognize my 
contributions? Will I be able 
to make my voice heard?

•   Who has clout in the group 
and why? 

•   How could racism or other 
-isms play out on this team? 

•   Am I liked by team members?  
Do I like the team? 

•   Will they accept not only my 
strengths but also my weaknesses? 

•   Can they genuinely understand and 
engage with my perspectives?

•   Can I trust these team members? 
Do they trust me? 

•   Do I feel safe enough to offer 
feedback? Do I trust that their 
feedback is coming from a  
caring place?

Group Dynamics Characterized By:

•   A need to define the boundaries 
and scope of the task. 

•   The tension of wanting to belong 
to the team while also remaining 
an individual player. 

•   The creation of a group identity. 

•   A need to exercise personal 
influence within the team. 

•   The tension between 
exerting influence by 
speaking up in the team vs. 
withholding information by 
not speaking up. 

•   A “bumping up” against 
each other resulting in 
interpersonal struggles  
and conflict as well as 
enhanced creativity. 

•   A need for alignment and harmony 
on the team. 

•   The tension of wanting intimacy and 
connection, yet not having enough 
trust to be open and vulnerable. 

•   Feedback that’s increasingly more 
authentic and truthful, which builds 
trust and openness. 

Additional Tools

Team Development Cycle 
During the course of your work with the Diversity, Equity, and Inclusion Strategy Team, you’re likely to encounter common 
questions and group dynamics. On any team, members will experience the need for inclusion, control, and openness. When 
diversity, equity, and inclusion are the focus of a team’s work, these general group dynamics are further complicated by racism, 
sexism and other systems of oppression. Be sure you have a plan for engaging with these questions and group dynamics to set 
the foundation for productive teamwork. And be sure to get help from an informal peer coach or a formal contracted consultant 
to help you plan for and address these kinds of dynamics.

* Adapted from The Human Element by Will Schutz.
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Big Picture Worksheet 

Context 

•   What is the history of diversity, equity and inclusion in your community? What are our assumptions and 
understandings about why inequities exist in our community? What are some factors (e.g., structures, policies, 
practices, attitudes, resource distribution) that contribute to current inequities? 

•   Which systems of oppression (e.g., racism, classism, sexism, ableism, etc.) have historically accounted for inequities 
in your community? 

•   Why is focusing on diversity, equity and inclusion important to our community? How is this work related to our 
ongoing diversity and inclusion efforts? 

•   What else is going on in the community and within our organization that could support or hinder our efforts? What 
power relationships (e.g., with funders, public officials, board members) could affect us?

Additional Tools

IISC’s Collaborative Change Framework

ContextContext
Why is this important? 
What else is going on?

Stakeholders
Who are the stakeholders?
What is important to them?

Goals 
of the 

Process

Pathway 
to Action

(The Process)
Current
Reality

Key Stakeholders
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Stakeholder Analysis and Engagement Worksheet
Collaborative change processes depend on maximum appropriate stakeholder involvement to create robust, collectively owned 
plans and the network of relationships necessary to implement change. Stakeholder analysis is a disciplined thought process 
that considers who to involve and how to involve them to enrich the thinking, strengthen the network and achieve collective 
impact. This is important because stakeholder analysis creates an initial understanding of key issues and sets the foundation to 
deal with people’s concerns and tap their expertise in proactive ways that build agreement.

Involvement from stakeholders is best when it’s proactively facilitated by a Diversity, Equity, and Inclusion Strategy Team at the 
beginning of its change process. The stakeholder analysis helps identify issues and clarify perceptions about who needs to be 
included in the change effort and why.

You can use this worksheet to record your team’s detailed thinking about your stakeholders so you can plan how to engage 
them in the process. Then decide together how to test your thinking with some of your stakeholders. The examples in this 
toolkit focus primarily on your staff and board, but this worksheet can also be used to think through engagement with external 
stakeholders including community leaders, neighborhood residents and business leaders. Some of the engagement ideas will 
be more appropriate to community change work.

INSTRUCTIONS 

Column A: Key Stakeholders 

Begin by listing individuals and groups who are important stakeholders for the change you want to make. A stakeholder is any 
person (or group of people) who: 

 •  Is likely to be impacted by the outcome of the decision 

 •  Voices unheard or marginalized perspectives 

 •  Functions as a connector in or across sector(s)/field(s) 

 •  Is in a position to implement the decision 

 •  Is in a position to prevent it from being implemented 

 •  Has relevant information or expertise, including lived experience and informal study

 •  Has informal influence without authority 

 •  Is responsible for the final decision

Column B: Support

Indicate each stakeholder’s current level of support for the changes.

+ = supportive     0 = neutral         - = opposed        ? = unknown

Column C: Issues, Wins, Mindset

Identify issues that are important to each stakeholder/stakeholder group.

 •  What would a win/good outcome be from their point of view?

 •  What would influence them to support the change effort? What do they need in order to support the change effort? 

 •  What else might be drawing their attention and energy at this time?

 •  Other notes about their current mindset or concerns

Additional Tools
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Column D: Engagement Strategies

Determine how to involve each stakeholder/group. Possible Stakeholder Involvement Strategies could include:

 •   Invite them to join the Diversity, Equity, and Inclusion Strategy Team (recruited or volunteer members from a given 
stakeholder group, thinking well about not relying on a single person to represent a group)

 •   Invite them to join a short-term task force or project team (e.g., research or story-gathering on a particular topic)

 •   Invite them to a one-time focus group/group discussion 

 •   Administer a survey

 •   Conduct door knocking and one-on-one’s

 •   Facilitate an oral history/story-sharing project or event

 •   Invite them to community meetings/town halls/public forums

 •   Invite them to house meetings

 •   “In-reach”—engage with stakeholders (either live or through paper surveys or suggestion boxes) while they’re 
participating in their ordinary activities (e.g., at their organizational meetings, in health clinics, waiting at the barber 
shop, on a visit to local businesses)

 •   Engage via social media and other online platforms

 •   Ask specific stakeholders to help identify people to participate in any of the above

Note that you might involve a given stakeholder group through multiple strategies (e.g., invite additional staff to join your Diversity, 
Equity, and Inclusion Strategy Team and administer a survey to the entire staff).

Additional Tools
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A. Key Stakeholders B. Support C. Issues, Wins, Mindsets D. Engagement Strategies

Worksheet

Additional Tools
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Additional Tools

Current Reality 
•  What’s going on now in our organization related to diversity, equity, and inclusion? 

•  Who’s experiencing inequitable outcomes in our community in education, income or other measures of well-being? 

•  What needs are not being met? Whose potential is not being fully developed?

•  What are contributing factors? 

•  What are strengths and assets in the community and in your organization?

•  How are diversity, equity, and inclusion shaping your operations, communications, programming, fundraising, and governance?

Goals of the Process
•  In broad terms, how do you think about success related to diversity, equity and inclusion? 

•  What results are you hoping to achieve for the people you serve? For your staff and volunteers? 

•  What kinds of processes will you want to develop or refine to achieve those results? 

•  What relationships do you want to cultivate, deepen, or transform?
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Key Questions Indicators Targets (Objectives) Measures

What do we want to know? What will we look at to help 
us answer the questions?

How much of the indicator do 
we want to see?

How will we gather the data?

RESULTS

PROCESS

RELATIONSHIP

Additional Tools

Measuring Success
What are the questions, indicators, targets, and measures that will help you to know you’re making progress? 
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Additional Tools

Designing Your Pathway to Action Worksheet
Your Pathway to Action is the combination of activities that will help your organization to move from your current reality to the goals of 
your diversity, equity, and inclusion process. You’ll need to decide on which processes you’ll need, in which sequence, and with which 
stakeholders, in order to develop your diversity, equity, and inclusion plan and the motivation and capacity to implement the plan. This 
worksheet and pathway are particularly suited to a Diversity, Equity, and Inclusion Strategy team that has the time and commitment to 
invest in a robust and thoughtful planning process. If you’re earlier in the work or not sure how much time you’ll need to invest, reviewing 
this worksheet will give you a detailed idea of the steps you could take and the overall flow of your planning process.

Once you’ve sketched out your Big Picture and finished your Stakeholder Analysis, you’re ready to map out your process with the 
Diversity, Equity, and Inclusion Strategy Team. As with the Stakeholder Analysis Worksheet, the examples here are primarily focused on 
your staff and board. It can also be used to design a process focused on your work with students and families. 

Outcomes and Phases 

Identify the goals of your process. Identify milestones that you’ll achieve along the way to let you know you are making progress toward 
the goals of the process. What products will you create (e.g., a vision statement, data analysis, community narrative history, Diversity, 
Equity, and Inclusion Action Plan, an ongoing communications process, etc.)? 

Begin by putting your outcomes and milestones in a logical order. What will you need to achieve first, next and after that? Don’t worry a 
lot about the specific timeline just yet. 

  

Typical Phases of the Process

Pre-
Design

Process
Design

Learning
& Planning

Dialogue, Healing & Team Building

Implementation Evaluating
the Impact

Coaching & Affinity Groups

Typical Phases of the Process
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Process 
Design

Learning and Planning 

Getting Started Learning/Key 
Concepts

Problem  
Analysis

Shared  
Vision

Strategies & 
Solutions

Action Planning 
& Continuous 
Improvement

A multiracial 
team that’s 
ready and 
willing to lead 
the process

Trust and initial 
repair of past 
harms

Understanding 
of where your 
affiliate is on 
the Stakeholder 
Commitment 
Continuum

Shared 
understanding of 
diversity, equity, 
and inclusion 
concepts

Shared 
understanding of 
local history and 
related history of 
your organization

Baseline data 
on org. assets 
and inequities 
within your 
organization 
(e.g., workforce 
equity, vendor 
diversity, board 
diversity and 
inclusiveness, 
donor 
engagement) 
and with 
student 
outcomes

Analysis of key 
drivers and 
causes

Shared vision 
of an equitable 
and inclusive 
organization 
that is 
supporting 
equitable 
outcomes for 
students

Strategies 
to improve 
organizational 
capacity 
and student 
outcomes 

Diversity, Equity, 
and Inclusion 
Action Plan

Processes 
to monitor 
implementation

Processes 
to assess 
the impact of 
implementation 
and apply 
learnings to 
future action

P
ha

se
s

O
ut

co
m

es
 a

nd
 P

ro
d

uc
ts

Activities 
Determine the types of activities you’ll include in your process.

Refer to your Stakeholder Analysis for your ideas about stakeholder engagement strategies. 

Given what you’ve learned from your stakeholders and your initial assessment, what kinds of activities will you need to facilitate in order 
to build shared understanding of key concepts and the case for action as well as a shared commitment to working on diversity, equity, 
and inclusion and other elements of your plan. The list below will help you determine the activities you’ll need to undertake. In addition, 
think about where various stakeholder groups already gather. Is there a regularly scheduled community meeting to which you could 
bring some questions or ideas? An annual board-staff retreat? An annual donor event? An employee affinity group? How can these 
existing gatherings be leveraged to provide input and feedback throughout the process?

Additional Tools
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Additional Tools

The Team Designs the Process

Process
Design

Learning

Dialogue, Healing and Team Building

Coaching and Affinity Groups

Planning

Vision

Problem/
Opportunity

Solution

Content History & Core Concepts

Issue-specific Data 
& Strategies

Process

Implementation

Dialogue, Healing, or Team Building
If stakeholders don’t know each other well, trust is low, or harms have gone unresolved, you’ll most likely need some dialogue, healing, 
or team-building activities, both early and throughout the process.

Purpose

•  To learn about each other’s personal backgrounds and experiences with diversity, equity, and inclusion

•  To unpack difficult situations and repair harms 

•  To build or repair trust

Key questions to select activities

•   How well do your stakeholders (especially staff, board and community members who will be close to the diversity, equity, and 
inclusion plan development process) know each other as individuals? 

•   How much do they trust and feel trusted by one another?

•   To what extent do they carry hurt, anger, or disappointment that makes them unlikely or unwilling to engage fully in planning or 
learning activities?

The Team Designs the Process
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Learning or Training
Even the most sophisticated groups of stakeholders typically need some time to build shared understanding of key 
concepts. You’ll want to incorporate some learning experiences for everyone and implement others that are targeted based 
on individual learning needs. If team building, healing, or dialogue are necessary, it’s wise to wait until that work is underway 
before engaging in deep learning together.

Purpose

•  To build a common understanding of diversity, equity, and inclusion concepts

•  To build a common understanding of local history related to diversity, racism and other ism’s, equity and inclusion

•  To build shared skills for working collaboratively and organizing for equity and inclusion

Key questions to select activities

•   How familiar are your stakeholders with key concepts related to diversity, equity, and inclusion? 

•   How familiar are they with the specific history of these issues in your community? 

•   How comfortable and skillful are they in discussing these topics and working together to address them?

Planning
Typically, planning activities should come after baseline learning activities, so your stakeholders have a common 
understanding of the issues you’re trying to address. The planning activities provide an opportunity for your stakeholders to 
work together to build a plan of action. Most likely, you’ll have a Diversity, Equity, and Inclusion Strategy Team to make final 
decisions about what’s in the plan, often in partnership with your senior leadership team. Seek input and feedback from 
many other stakeholders in your organization and across your community to inform the plan using strategies identified in your 
stakeholder analysis (e.g., working groups, surveys, one-on-one’s, town hall forums).

Purpose

To build:

•  a shared understanding of problems and issues

•  a shared vision of a better future

•  an action plan to pursue equity and inclusion

•  ways to monitor implementation and assess impact

Strategic Planning for Equity, Inclusion, and Diversity
(see Resource Guide, Chapter One) Provides a useful framework for planning in specific areas of impact such as education.

Key questions to select activities

•   What do your stakeholders understand about current inequities? 

•   How much do they share a common vision for the future? 

•   Who has knowledge or expertise in our community, at other CIS’s, or from leaders in the fields of education and community 
development that can inform our thinking?

Additional Tools
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Affinity Groups
Affinity groups or caucuses are a way for people to explore issues and provide support in same-identity spaces that can be 
tailored to the learning needs of specific groups. While some stakeholders might think they’re odd or even off-putting, affinity 
groups can be a powerful vehicle for learning and peer support. They can also create space to identify challenges and 
opportunities to improve organizational systems and culture. It’s important for affinity spaces to be voluntary and confidential, 
and for group members to decide whether and how to bring forward ideas for problem solving or planning. Affinity groups 
can be important places for connection and healing as well as problem-solving.

Purpose

•   To support groups of individuals with similar identities (e.g., race, gender, or ability) who are grappling with how structural oppression 
(e.g., racism, sexism, ableism) affect their lives and work 

Key questions to select activities

•   How familiar and comfortable are they with exploring their own identities? Engaging with others who share their identities? Engaging 
with others who do not share their identities?

•   Have stakeholders who have more direct experience of oppression and more knowledge about diversity, equity, and inclusion 
expressed wariness about participating in learning processes where their experiences might become “learning objects” for their 
peers who are earlier on their learning curve?

•   Have stakeholders who are earlier on their learning curve expressed concerns about possibly causing harm to people who have 
more knowledge or lived experience that make them wary of fully participating in mixed groups?

Coaching
One-on-one coaching can be particularly useful for people in leadership and management roles who may be struggling 
with how to understand their impact and how to practice more equitable leadership. It can be useful for people of any 
background to build on strengths, identify growth opportunities and transform stuck patterns in their work for diversity, 
equity, and inclusion.

Purpose

•  To support individuals in developing deeper self-awareness and skill in practicing equity and inclusion

Key questions to select activities

•   Are key leaders or gatekeepers who have positional or identity-based privilege unaware of the impact they’re having on people who 
experience oppression (e.g., racism, sexism, ableism)?

•   Are individuals of any background expressing a desire for more specific guidance and development of their diversity, equity, and 
inclusion practices?

Identify important ongoing activities with which you will want to align your process.  Key questions to 
select activities

•   Examples include: strategic planning, annual program planning and budget development, annual public-facing events and 
fundraisers, internal training activities, individual and team-based action planning and performance management, etc. Typically, it will 
take a while for your diversity, equity, and inclusion planning process to align with your ongoing planning cycles. Still, you’ll want to do 
your best to begin to align the processes as soon as is practical.

Additional Tools





Launching your Diversity, Equity, and Inclusion Process: A Companion to the Diversity, Equity, and Inclusion Quick Start Guide 48

©   Interaction Institute for Social Change. All rights reserved. Reprinted by permission for use within the CIS network. 
Do not distribute beyond CIS or incorporate into training materials without permission.

Develop the Timeline
After you’ve mapped out the activities, you’re ready to go back and develop the timeline. Use important existing meetings 
(like an annual donor gathering) to help anchor phases of the process without forcing it to move too quickly. For instance, if 
your annual board/staff retreat is coming soon, it might be a good opportunity to do some team building and learn about key 
concepts, but probably not a good opportunity to start vetting possible strategies. Building the timeline will be an iterative 
process to think about anchor events, consider dates by which you want to reach particular milestones. Think about a 
realistic amount of time necessary to carry out the stakeholder engagement strategies to achieve those milestones. 

As you wrestle with the calendar, remember this proverb: “If you want to go fast, go alone. If you want to go far, go 
together.” It may take you longer to create your plan with a high level of stakeholder engagement than if a small team from 
your staff cooked up a plan on its own. But then you’d spend a long time “selling” the plan to everyone who needs to take 
part in implementing it. A longer planning process with more stakeholder engagement will enrich the thinking and build a 
constituency for the plan, increasing the odds that it will be implemented.

 
After all of this thinking, your Pathway to Action worksheet might look something like the chart on the following page.

Additional Tools
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Phases X X X X X X X

Timeline

Outcomes &  
Products

Activities by Team or Stakeholder Group

DEI Team 

Working Groups

Other Stakeholder 
Engagement

Staff Engagement

Board Engagement

Ongoing Activities

Affinity Groups

Coaching

Staff Brown- 
Bag Lunches

Alignment with Routine Planning Cycles

Additional Tools

Pathway to Action Worksheet
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Phases Team Building Learning Key Concepts Problem Analysis Shared Vision Strategies & Solutions Action Planning & Continuous 
Improvement

Timeline
Months 1-3 Months 3-6 Months 7-10 Months 11-14 Months 15-18 Months 19-22

Outcomes &  
Products

A multiracial team that is ready 
and willing to lead the process

Trust and initial repair of past 
harms

Understanding of where 
your organization is on the 
Stakeholder Commitment 
Continuum

Shared understanding of diversity, 
equity, and inclusion concepts

Shared understanding of local 
history and history within your org 
related to these concepts

Baseline data on organizational 
assets and inequities in your 
student data and within your org 
(e.g., workforce equity, board 
diversity, vendor diversity, donor 
engagement)

Analysis of key drivers and causes

Shared vision of an equitable and 
inclusive organization that facilitates 
equitable outcomes for students 
and families

Strategies to improve organizational 
capacity and outcomes

Diversity, Equity, and Inclusion 
Action Plan

Process to monitor implementation

Process to assess the impact of 
implementation and apply learnings 
to future action

Stakeholder Activities by Team or Stakeholder Group

DEI Team 

Orientation

Organizational Assessment

Readings

Workshop

Affinity Groups

Additional Assessment by dept or 
program area

Working Sessions Working Sessions Working Sessions

Working Groups Working Sessions Working Sessions Working Sessions Working Sessions

Operations Working Sessions Working Sessions Working Sessions Working Sessions

Board Development Working Sessions Working Sessions Working Sessions Working Sessions

Staff Engagement
Workshop Survey

Discuss at staff meeting

All staff retreat  
(or joint staff/board retreat)

Get feedback on REI Team and 
Working Group ideas in staff 
meetings)

Get feedback on REI Team and 
Working Group ideas in staff 
meetings)

Board Engagement
Workshop Survey

Discuss at Board meeting

Discuss at Board meetings  
(or joint staff/board retreat)

Get feedback on REI Team and 
Working Group ideas in Board 
meetings)

Get feedback on REI Team and 
Working Group ideas in Board 
meetings)

Ongoing activities with which to align

Affinity Groups Monthly or bi-monthly affinity group/peer support and learning sessions, organized by staff

Coaching Peer coaching pairs (begin in workshops, meet monthly after workshops)

Staff Brown- 
Bag Lunches Quarterly, organized by staff

Example

Additional Tools
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Diabetes Prevention Network Development

Planning Activities and Stakeholder Involvement

Outcomes and Deliverables

KEY

Initial Meeting of Core 
Planning Team

Jan-April

Convene Diabetes 
Prevention Network

April-June

Produce Diabetes 
Prevention Action Plan

July-September

Develop draft framework of Diabetes Prevention 
Action Plan as detailed by CDC’s 4 pillars
Define roll of core planning team in the 
development of the Diabetes Prevention Action 
Plan and Network
Increased engagement with key diabetes prevention 
community stakeholders

Feedback from the Diabetes Prevention Network
Further understand existing work and strategies 
by local stakeholder
Identify environmental and programmatic gaps to 
inform future work and resources
Increase clinical-community linkages in focus 
neighborhoods; Increase awareness about 
prediabetes and diabetes prevention programs; 
Increase the number of organizations hosting and 
providing diabetes prevention programs

Document to inform diabetes prevention work 
through next fiscal year
Increase number of organizations that participate in 
diabetes prevention programming
Increase in resources committed to diabetes 
prevention programming and awareness

Staff TeamsDraft Documents Core Planning Team
(call)

Stakeholder ConveningsCore Planning Team
(face to face)

1/23 2/2 2/23 3/10 3/20 4/26

3/8
call

4/12

Neighborhood 1

Neighborhood 2

Neighborhood 3

Neighborhood 4

Citywide

Citywide

You could also create a visual summary of the information like the examples below. 

Additional Tools

Diabetes Prevention Network Development



Launching your Diversity, Equity, and Inclusion Process: A Companion to the Diversity, Equity, and Inclusion Quick Start Guide 52

©   Interaction Institute for Social Change. All rights reserved. Reprinted by permission for use within the CIS network. 
Do not distribute beyond CIS or incorporate into training materials without permission.

Additional Tools

Race, Equity, and Inclusion Process Map for a National Network

Year 1 Year 2 Year 3 Year 4

Le
ar

ni
ng

National
• Leadership Team Retreat
• Equity Core Concepts Workshops (x4)
• Topical series with HR & Culture Team
Network
• Toyota 9 Leadership Team
• Equity Summits (x2)
• REI sessions at national, regional, local events

National
• Equity Core Concepts Workshops (x1); customize 

for international staff
• Virtual Core Concepts Workshops (x2)
• Planning Team Training
• REI Leadership Training
• 201 Workshops
• Topical series with HR & Culture Team
Network
• REI sessions at national, regional, local events
• Board Development Training
• Equity Summits (x2)

P
la

nn
in

g 
fo

r 
A

ct
io

n

National
• Engage consulting partner and develop strategy
• Charter REI Planning Team & identify possible activities
• Create value proposition
• Facilitate collaboration across National Office teams

National
• Expand REI Planning Team
• Support REI Planning Team to develop REI action
• EMT and SLT develop REI goals
• Review, revise, produce REI-informed materials & 

communications
• Expand collaboration among National Office teams
Network
• Support Equity Champions to develop REI Action 

Plans for their local sites

S
up

po
rt

in
g 

&
 M

od
el

in
g National

• Brief National Office leadership and identify  
opportunities for leaders to promote the initiative

• Coach and support key leaders
Network
• Identify and lift up best practice in local sites

National
• Coach and support key leaders
• Cultivate relationships with non-profits & partners
Network
• Recruit 45 Equity Champions
• Cultivate relationships with non-profits & partners
• Support communities of practice

R
es

ou
rc

es

National
• Develop Race, Equity, and Inclusion Toolkit
• Diverse internship program
• Secure funding
• Support National Office teams to move  

REI work forward
Network
• Develop Race, Equity, and Inclusion Toolkit
• On-site or virtual technical assistance to local sites

National
• Disseminate Race, Equity, and Inclusion Toolkit
• Identify best practices among National Office teams
• Diverse intern program
• Secure funding
• Engage regional capacity building resources
• Support National Office teams to move REI work 

forward
Network
• Disseminate Race, Equity, and Inclusion Toolkit
• Additional tools and resources
• Identify additional best practice local sites
• On-site or virtual technical assistance to local sites
• Online platforms & virtual tools

National Office and Local Sites are more equitable organizations that are creating more equitable outcomes in 
communities, with the support of strong local leaders and the National Office Diversity, Equity, and Inclusion Team. 

A variety of online tools (for example: Canva and LucidChart) can support you in creating your process map graphics.
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Meeting Planning Questions
As you and your team prepare for any meeting, answer these five questions. 

5. 
Meeting
Roles

2. 
Desired 

Outcome
Statement

3. 
Stakeholder

Analysis

Agenda

1. 
Purpose

4.
Involvement 
in Decision

Making

Additional Tools



Launching your Diversity, Equity, and Inclusion Process: A Companion to the Diversity, Equity, and Inclusion Quick Start Guide 55

©   Interaction Institute for Social Change. All rights reserved. Reprinted by permission for use within the CIS network. 
Do not distribute beyond CIS or incorporate into training materials without permission.

Purpose

Why are we meeting? 

Examples include: 
•  Hear each other’s perspectives and build community

•  Celebrate success

•  Share information

•  Generate options 

•  Develop recommendations

•  Develop a plan 

•  Make decisions

•  Track process as plans are implemented

Desired Outcome Statement

What are the specific outcomes this 
meeting aims to achieve? 

Examples include: 
•  Share understanding of XYZ so we can do ABC

•  Prioritize list of options

•  Agree on XYZ

Stakeholder Analysis

Who has a stake in what will be 
discussed or decided? How can their 
interests best be represented in the 
meeting?

Once you’ve identified the stakeholders, ask yourself what they would 
consider to be a good outcome. Then ask yourself if they need to be 
in the meeting or how they can best inform the conversation (e.g., via 
survey or focus group before the meeting).

Involvement in Decision Making

What level of involvement will 
participants have in the decision-
making process?

First, be clear about who the final decision maker is for each topic the 
meeting will address. If the meeting participants are not the final decision 
makers, be clear with them about how the ideas generated in the meeting will 
inform the final decision. Make conscious choices about whether and how to 
gather input from absent stakeholders before the meeting begins and/or how 
to keep them informed after the meeting. 

Meeting Roles

Who will play various  
meeting roles? 

Examples include: 
•  Facilitator (focuses on process)

•   Team leader (focuses on content/making sure the conversation gets to 
important outcomes)

•   Content manager (takes notes, manages information between 
meetings)

•   Hospitality and logistics

•   Energy watcher (watches for and calls attention to important group 
dynamics, facilitates ice breakers and energizers)

•   Tech support/producer (for online meetings)

Additional Tools
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Sample Meeting Agenda
Once you’ve answered the five questions for setting up your meeting, this template will help you to create a detailed 
facilitator’s agenda. You may decide to show less detail to meeting participants (e.g., delete the process column).

 Meeting Name

 Time

 Location or Web-Link/Call-In Info

Desired Outcomes 

NOTE: Use these sample prompts to craft your desired outcomes. For each outcome that includes a decision either during the 
meeting or in the future, be sure to identify the decision maker(s).

By the end of the meeting, we will have: 

 •   A shared understanding of                                   , so that                                    

Decision making: [NAME] will make the final decision 

 •   An initial set of ideas about (or list of)                                    

Decision making: [NAME] will make the final decision 

 •   A prioritized list of                                     

Decision making: [NAME] will make the final decision 

 •   Agreement on                                    

Decision making: Consensus with fall back to [NAME]

 •   Agreement on next steps

Detailed Agenda

NOTE: For each desired outcome, identify the topic(s) you’ll need to cover, the order in which you’ll cover them and process 
tools to move through each topic. You may not need to show all of these details to your participants (only what is useful to 
support their participation), but you’ll want to have thought them out for yourself.

Additional Tools
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Additional Tools

Topic / Content How / Process We’ll Use Materials Roles Time

Opening/Start Ups

•   Welcome and 
introductions

•   Getting in the room

•   Round robin/quick go-
around

•   One-word check-in/ 
reflection question

10 min

(replace with clock 
times)

•   Roles (e.g., facilitator, 
time keeper, recorder)

•   Desired outcomes

•   Decision making (w/ 
fallback)

•   Agenda

•   Review

•   Check for 
understanding

•   Check for agreement

10 min

•   Norms •   Present proposal

•   Check for 
understanding

•   Ask for any additions or 
changes

•   Check for agreement

10 min

Topic 1

Topic 2

Topic 3

Closers

•   Summarize 
agreements, check on 
whether we achieved 
all of our desired 
outcomes

•   Present, check for 
agreement

•  Next steps 

•   Planning for any 
parking lot/garden 
items that came up 
during the meeting

•  Brainstorm 

•  Check for agreement

•  Meeting evaluation •  Plus/Delta

•  Close •  One-word check-out
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Sample Meeting Norms
Norms are behaviors that can help to create brave space for learning and planning together. The following norms have been 
especially useful to us in discussions and workshops focused on equity, diversity, and inclusion. 

Additional Tools

Listen deeply Listen for understanding, not to prepare your rebuttal. Don’t interrupt people as they speak. Try to 
acknowledge what you’ve just heard the previous person say before you go on to make another point. 
When you hear something that’s different from your own thinking or analysis, accept the speaker’s 
description of their experiences as real for them, even if you haven’t experienced or don’t understand 
it. 

Make “I” 
statements

Speak from your own experience rather than speaking for others, about others, or generalizing your 
experience assuming it applies to others. Avoid statements like “everyone knows that…,” “we all feel 
that …,” or “we’ve all experienced …” Instead, try “here’s how I see it…,” “in my experience…,” or 
“here’s what I’ve observed…”

Take space/ 
make space

If you tend to talk early and often, challenge yourself to make space for others. If you tend not to talk 
much, challenge yourself to jump in.

Keep it here Exercise good judgment and respect if people share personal stories. Carry away what you learned without 
sharing who said what.

We don’t have  
to agree

When you disagree, challenge the statement or the behavior instead of the person. Avoid using blame, 
shame and guilt on yourself or others. Try saying “…yes and…” rather than “…yes but…” to make space for 
different views to be heard.

Use “ouch”  
and “oops”

We may say something without intending to harm or offend, but harm or offense might result anyway. If we 
notice ourselves saying something regrettable, we can say “oops” and try again. If we notice others saying 
it, we can say “ouch” and share what was off-putting in a sentence or two. Use these teachable moments 
to highlight the difference between intent and impact in a straightforward way— again, no shaming or 
blaming—to flag things that hurt or offend.

Be willing to be 
uncomfortable

Don’t mistake discomfort for a lack of safety. It’s possible to be safe and uncomfortable at the same time. 
Lean into the discomfort to see what you can learn.

Expect and 
accept a lack of 
closure

You may leave with more questions than answers and that’s okay. We won’t dismantle racism in a single 
meeting. Understand that the conversation was part of an ongoing journey.

Recognize 
the difference 
between intent 
and impact

Despite our best intentions, we can cause harm to others. Be willing to acknowledge and repair the offense 
first. Don’t start by insisting on recognition of your good intentions.

Recognize the 
partial nature of 
our truth

Humility and perspective are essential. Remember that what you think may not be true. Even if it is, it may 
not be complete. And it may not be true for everyone.

Enable empathy 
and compassion

Empathy is about understanding and sharing in the feelings of others. Compassion is concern for the 
suffering or challenges of others.

Be present Eliminate distractions so you can be in the moment physically, mentally, and emotionally.
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