Crises as a Catalyst for Advancing
Race Equity in Your Organization
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Session Goals
1

2

Discuss how unprecedented circumstances call on each of us
to individually reflect, collectively support, and intentionally
adapt our work to meet the urgent needs of this moment

2

Share practices for leaders to advance race equity and
inclusion during crises based on ProInspire’s research

3

Create space for participants to discuss how they are
advancing race equity in this moment

About ProInspire
Vision
We envision an equitable and just society: free of
systemic oppression where all people thrive.

Mission
We activate leaders at all levels to accelerate equity at
individual, organizational, and systems levels.

Bold Goal
Social sector leaders at all levels will have the
competencies, confidence, and connections to
accelerate equity.
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Our Team

Monisha Kapila,
Founder and CEO

4

Kristen Lucas,
Director

Bianca Anderson,
Director

Ashlynn Polanco,
Manager

Kate Loving,
Senior Associate

In the chat box, please share:
• Your organization and location
• What are you doing to take care
of yourself during these
unprecedented times?

Crises can be a catalyst for change
• Merriam Webster’s dictionary defines a crisis as a “decisive moment, an
unstable or crucial time with the distinct possibility of an undesirable
outcome.”
• Crisis creates opportunity to take radical actions as leaders and
organizations.
• Use this crisis to take intentional actions to be more inclusive in your
leadership practices and create momentum in your journey towards
equity and inclusion.

6

What are we facing in this moment
Pandemic and the movement for Black lives highlight importance
of leadership that focuses on race equity and inclusion
• White people are waking up to structural racism
• Inequities are amplified by the pandemic (social safety net,
paid sick leave, access to health care, etc.)
• Lack of federal leadership is exacerbating the crises
Structural racism is root cause of the racial disparities
encompassing:
• COVID-19
• Police brutality, criminal justice
• Health and economic crises in Tribal communities
• Family separation of migrants at the border
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Crises creates opportunity to unlearn or change
behaviors that reinforce white dominant norms
> Let go of standards for productivity and provide flexibility for
when and how work will get done
> Move away from perfectionism to being okay with “good enough”
> Release ideas around “objectivity” - create space for people to
share how emotions, identities and lived experience connect to
their viewpoints
> Break down silos and move away from indivualism to collectivism
> Increase transparency and clarify how decisions are made
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Leaders can influence multiple domains
As leaders operate from any position within an organization, they have
four key areas of influence: self, people, organizations, and systems.
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Leadership of Self during Crisis

Build understanding of how you show up and impact situations, and
how your contributions can advance equity

> Are we creating an environment where team members feel they can share their
own needs and concerns, free of judgment or retribution?
> How are we creating space for the complex feelings and emotions of ourselves
and others?
> How are we gathering input to address the individual and collective needs
within our organization? Are we supporting the well-being needs of those who
are most impacted by this crisis in our organization?
> How do we support each other with intentionally adapting in this moment?
Where can we exercise empathy through our actions with each other?
> As a team, how do we suspend judgment as it relates to our individual and
collective needs/ response during this crisis?
> Are our words and actions communicating that we value interconnectedness
over individualism at this time?
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Leadership of Self during Crisis
Practices to consider
1.
2.
3.
4.
5.
6.
7.
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Create spacious meeting agendas; don’t try to cram everything in
Start meetings with a check-in and ask how people are feeling , but don’t require
people to share
Discuss how identity and lived experience impact people’s emotions in this crisis
Consider racial identity-based affinity groups to support different needs around
learning and healing
Be honest about what you don’t know and how you are managing uncertainty
Ask people what support they need given the crisis (e.g., counseling, time off)
Encourage people to block time on calendars for self care, child care, protests, etc.

What other practices are you trying?

Leadership of People during Crisis

Fostering inclusive relationships grounded in equity and influencing
individuals at all levels
> How are different identities, lived experiences, and personality styles impacting
our response to this crisis?
> Are we having explicit conversations about race and racism as they relate to
ourselves, each other, and the work?
> Where are we upholding norms of white dominant culture in how we interact
with each other? What norms might need to change?
> How do we work to build honesty, vulnerability, and trust through our channels
of communication — particularly while we are remote?
> How can we operate with even more transparency and authenticity as a team?
> Have we created space for communicating individual and collective needs?
> What strengths do we each bring? How can we leverage each other’s
strengths?
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Leadership of People during Crisis
Practices to consider
1.
2.
3.
4.
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Discuss what support you can provide for people to adapt to the new
environment that is within your organization’s means and grounded in equity
(e.g., time and resources for self-care, mental health benefits)
Have conversations about daily practices that give you energy (e.g. cooking,
looking out a window) and how you can make space for those — even if they
may not be seen as wellness
Discuss how you will be flexible given people’s availability, well-being needs,
and the organization’s priorities
Discuss what perspective each person brings from their lived experience,
identity, and organizational knowledge around how to prioritize and how the
team should move forward

What other practices are you trying?

Leadership of Organizations during Crisis
Exercising institutional influence and solidifying commitment to
equity in culture, practice, and goals

> How can we use this moment to transform our culture to be more inclusive and
equitable? What ways of working (e.g. prioritizing productivity) might we need
to let go of?
> How can we hold ourselves accountable to statements and/or values we have
around race equity?
> As a team, how are we connecting with our community, especially those most
vulnerable and impacted by this crisis, and supporting them right now?
> What decisions are we making? How are we approaching decision-making as a
team? Whose voices should be included in these decisions? How are we
considering the equity impacts of decisions?
> How are we being transparent and communicating with various stakeholders
about how this crisis impacts the organization?
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Leadership of Organizations during Crisis
Practices to consider
1.
2.
3.
4.
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Start and continue your organization’s race equity journey
Shift your organization’s work and approaches to the needs of staff
and community in the crisis (e.g., pausing programs and redirecting
those funds as cash or other support to community members)
Evaluate short-term and long-term in planning, considering future
phases of the crisis
Facilitate rapid problem-solving and decision-making in the face of
uncertainty, while grappling with the reality of fewer resources and
more distress within the organization/community (source: IISC)

Leadership of Systems during Crisis

Approaching work within interconnected system and analyzing
the impact of strategies to address the root causes of inequity

> How do we move from reacting to this crisis to building the future we want to
create?
> What are the root causes and systemic problems this crisis lays bare? In what
ways could we influence the system short-term and long-term?
> What is our role in advocacy? Where do we need to publicly take a stance?
> What does solidarity look like at the systemic level? How do we shift away from
a scarcity mindset?
> At which tables do we have an opportunity to be? How do we open doors?
Where do we step back?
> What possibilities have we not explored?
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Leadership of Systems during Crisis
Practices to consider
1.
2.
3.
4.
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Come together in collective conversations and coalitions
where different players across systems are working
together to pursue a common future
Identify where your organization can advocate for systems
change (e.g., media, policy, philanthropy)
Recognize where your organization has privilege and how
that can inform where to take space and make space
Facilitate leaders, organizations, and networks to envision
and generate elements of a new future that is different
from what was imagined before the emergency

In the chat box, please share:
What is one practice you would
like to adopt to advance race
equity in this moment?

Thank You!
> Follow us on Facebook or Twitter
> www.facebook.com/ProInspire and
twitter.com/proinspire
> Email: info@proinspire.org
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Leading Organizations to Advance
Race Equity and Navigate
Unprecedented Change
August 2020
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Session Goals

21

1

Share key elements of a race equity journey and change
process

2

Identify key practices to support staff through
unprecedented change

3

Create space for to learn from each other about
advancing race equity in your organization

About ProInspire
Vision
We envision an equitable and just society: free of
systemic oppression where all people thrive.

Mission
We activate leaders at all levels to accelerate equity at
individual, organizational, and systems levels.

Bold Goal
Social sector leaders at all levels will have the
competencies, confidence, and connections to
accelerate equity.
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Our Team

Monisha Kapila,
Founder and CEO
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Kristen Lucas,
Director

Bianca Anderson,
Director

Ashlynn Polanco,
Manager

Kate Loving,
Senior Associate

Current Context
Moments of heightened crisis
provide an opportunity for
transformation because we
can no longer ignore the
glaring racial disparities and
structural inequities within
our social systems and
organizations.
24

In the chat box, please share:
How is your org responding to
racial inequities highlighted by the
pandemic and police brutality?

Foundational Beliefs
ProInspire believes the following principles are true – and
essential – for leaders at all levels in the social sector:
> One can be a leader in any position within an organization/system
> Leaders must center race equity in their work
> Leaders inside organizations can be the ones to change them
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What is a Race Equity Journey?
> Journey: traveling from one place to another, usually
taking a rather long time
> Race Equity Journey: the process that organizations go
through in shifting from a white dominant culture to a
race equity culture, evolving their practices and work to
center race equity
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Operationalizing equity involves exponential change
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Organizational Change

Individual Change

> Multi-year process – requires
ongoing learning, willingness to
risk and to act even in face of
resistance
> Not linear or simple process
> Leads to fundamental shifts
around who, what, and how you
do work

> Work is too slow for some, and
too fast for others
> Must grapple with questions
about identity, values, power
> Is an act of faith in each person,
in the organization’s stated value
and in the impetus for good that
is always available

Sources: Experience + info from Dancing on Live Embers, Challenging Racism in Organizations

Key elements in race equity change process
Case Making

Internal Alignment

Clarify and communicate case
over and over
Where are we today, shared
definitions

Capacity Building

Training, understanding structural racism,
affinity spaces

Shared Visioning

Where are we going (e.g. values,
DEI statement, strategies)

Race Equity Analysis

Results:
Culture Shifting (norms, practices,
behaviors)
Staff Evolving (people leave and join
as they see alignment)

Disaggregate data, root cause analysis,
race equity impact assessments
Sources: Experience, AECF Race Equity Inclusion and Action Guide, Equity in the Center
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Relationships Deepening
Practices, Strategies, Policies,
Programs Changing

Centering Race Equity in Leadership
Dismantling racism,
oppression, inequities
across
your work

Modeling
responsibility to
speak about race

30

Analyzing
contributions to
structural racism

Identifying how
bias shows up,
influences actions

Valuing lived experience
and
many ways
Disaggregating data to
of being
understand race
disparities, reallocate
resources

Engaging
community, shared
decisions with those
impacted

Recognizing
power, privilege,
dominant culture

Identity Considerations
> Leaders may be asked to advance equity work but the
Board and staff are not ready to make real changes –
particularly impacts new CEOs of color in historically
white-led orgs
> White leaders can play an important role in shifting org
culture given their historical power and relationships
> Identity-based affinity space and coaching can be a
powerful resource for leaders
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Example: Demos (think tank)
Demos’ Racial Equity Transformation included four major components:

Foundational
Analysis

Organizational
Assessment

Learning

•
•
•
•
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Equity Analysis
Self-Awareness
Direct Communication
Authentic Relationships

Source: Demos’ Racial Equity Transformation: Key Components, Process & Lessons

Implementation

Example: Demos Operationalizing Equity
Hiring Practices

Programming

Board
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•
•
•
•
•

Standardized Interview Process
Screening for Racial Equity Competencies
Standardized Interview Questions
Hiring Committees
Racially Diverse Interview Pools

•
•
•
•

Work changed significantly as a result of racial equity learning and skill-building
Engaged in new research centered on race, including Inclusive Democracy Project, Debt-Free
College Project
Entered new partnerships with organizations that share racial equity values
Took on new kinds of legal work that directly addressed racial inequities

•
•

Held two board retreats dedicated to race equity work
Kept board informed of major milestones, relied on them for advice and guidance

Source: Demos’ Racial Equity Transformation: Key Components, Process & Lessons

Example: Demos Operationalizing Equity
Performance
Management

Onboarding

Learning
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•

Staff are evaluated against racial equity competencies during annual performance reviews.

•
•

Require all new staff to participate in a two-day racial equity onboarding process
Strengthened and clarified orientation process to include sharing foundational racial equity
documents with all new staff.

•

Follow up learning includes modules on different identity groups, including the Latinx community
and Native Americans and Hawaiians
Regularly revisiting core concept of white supremacy
Regularly refreshing skills around direct communication and conflict resolution

•
•

Source: Demos’ Racial Equity Transformation: Key Components, Process & Lessons

Example: Annie E. Casey Foundation (AECF)
Casey’s Arc of Learning for equity includes five phases over three years:

Building a
shared
language
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Integrating
racial and
ethnic equity
and inclusion
into all units

Supporting unit
planning

Creating common
messaging

Source: Operationalizing Equity, Annie E. Casey Foundation, 2017.

Creating staff
capacity to design
and facilitate
race-focused
meetings

Example: AECF Operationalizing Equity
All units expressed a desire to:
> diversify grantees and consultants;
> disaggregate data more effectively;
> develop new strategies and understand which current strategies and
policies produce equitable opportunities and outcomes;
> engage and partner with affected communities more effectively;
> open up grant making and contracting processes to increase access to
opportunity and equity; and
> improve team ability to discuss racial and ethnic equity
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Source: Operationalizing Equity, Annie E. Casey Foundation, 2017.

Example: AECF Operationalizing Equity
•

Pledged to incorporate race equity and inclusion as a primary focus for mission-related
investments. Asked members of Casey’s Equity and Inclusion team to serve on the social
investments committee.

•

Procurement: Creating more equitable standards for vendor accessibility, selection and
payment terms.
IT: Exploring new ways to help other units collect disaggregated data and support their REEI
goals. Exploring potential internship programs in Finance and Technology.
Grants Management: Examining ways to strengthen relationship to program staff and to
external community, including incorporating equity measures into grants mgmt and
encouraging staff to use volunteer time relevant to equity goals.

Investments

•

Finance & Admin

Human Resources

•

•
•
•
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Codifying equity focused characteristics into job descriptions and performance reviews.
Looking at disaggregated data about which employees are taking advantage of professional
development opportunities.
Conducted a compensation analysis by race and gender and committed to adjust any inequities
found in the results.
Source: Operationalizing Equity, Annie E. Casey Foundation, 2017.

Example: AECF Operationalizing Equity
Programming

Varies by program team, including:
• Revisiting past strategies and goals to realign with new knowledge of needs using disaggregated data.
• Looking for evidence-based practices to deploy, and others are planning to conduct a racial equity
impact analysis on their own grant-making activity.
• Working with grantees and partners to help them understand and use race equity tools themselves.
•

External Affairs

•
•

Senior Leadership
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•

Asked programmatic units to consider geographic focus of their work, to ensure investments
made in states in the South and Southwest, where data shows needs are greatest and a large
portion of children of color reside.
Created new partnerships with journalists of color to tell stories about children and families that
Casey’s mission targets.
Building stronger partnerships with orgs of color and grassroots orgs for policy work.

Equity and Inclusion team and Senior Leadership Team are creating a scorecard tool to track its
progress of operationalizing equity and inclusion Foundation-wide.

Source: Operationalizing Equity, Annie E. Casey Foundation, 2017.

Recognize the psychological process people go
through in times of change
Change

Transition

> Change is situational--e.g.,
new process, new policies,
new boss, new job, new
system
> Change is external
> Happens to you even if you
don’t agree with it
> Change can happen very
quickly
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> The psychological process
people go through as they
come to terms with the new
situation
> Transition is internal
> Happens inside of your mind
when you face change
> Transitions happen slowly
over time

Adapted from: Managing Transitions, by William Bridges (2003)

People may be at different places as they are
experiencing change

“Transition starts with an ending and finishes with a beginning.”
– William Bridges
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Adapted from: Managing Transitions, by William Bridges (2003)

Different stages of transition
>

Ending, Losing, Letting Go – Letting go of the old ways and the old
identity people had. This first phase of transition is an ending, and the
time when you need to help people to deal with their losses.

>

The Neutral Zone – Going through an in-between time when the old is
gone but the new isn’t fully operational. We call this time the “messy
middle”- it’s when the critical psychological realignments take place.

>

The New Beginning – Coming out of the transition and making a new
beginning. This is when people develop the new identity, experience the
new energy and discover the new sense of purpose that make the
change begin to work.
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Adapted from: Managing Transitions, by William Bridges (2003)

Where are you?

Please use annotation to indicate where you are as you navigate
so much change
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Adapted from: Managing Transitions, by William Bridges (2003)

Breakout Discussions
> Where is your organization in its race equity journey?
> What are you doing to support staff through
unprecedented change?
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In the chat box, please share:
What is one action you will take
based on this session?

