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n communities throughout the country, organiza-
Itions are at work confronting persistent racism and
promoting racial justice and improved race relations.
They do not all employ the same approaches in this
work. Too often, those employing different approaches
work in isolation from each other, disdaining collabo-
ration because they disagree with or do not under-
stand each other’s perspectives. Recognizing the
value of collaboration among groups, the Joint Center
has explored strategies for promoting work across the
various perspectives. This guide is the culmination of
an effort that began in 2001, under the Joint Center’s
NABRE (Network of Alliances Bridging Race and
Ethnicity) program, to explore how race relations and
racial justice organizations from across the spectrum
of approaches can collaborate to address community
issues of common concern.

The initial publication in this effort, Holding
Up the Mirror: Working Interdependently for Fust and
Inclusive Communities, published in 2002, drew from
a national forum that had been convened by NABRE
under the leadership of its senior program associate,
Maggie Potapchuk. That publication described the
spectrum of approaches and organized them into
three broad clusters: those that seek to increase indi-
vidual awareness, those that seek to build intergroup
relationships, and those that promote institutional
change. It also outlined a series of next steps, the most
important of which was to replicate the forum process
on a community level in order to explore in greater
depth the barriers to and opportunities for local orga-

nizations to work together.

| v

Cultivating Interdependence: A Guide for Race Rela-
tions and Racial Fustice Organizations reports on our
community-level efforts in four localities. It articu-
lates three key premises: that every approach, imple-
mented with high quality, has a role; that effectively
confronting persistent racism requires a multi-level
and multi-approach plan; and that working together
as a learning community challenges us to rethink
many of our current assumptions and methods of
operation.

We are grateful to Maggie Potapchuk for her
vision and for her persistent and strong leadership in
bringing this project to fruition. We also thank the
Charles Stewart Mott Foundation for its generous
assistance in making this project possible and the
Philanthropic Initiative for Racial Equity, a project
of the Leadership Conference on Civil Rights Educa-
tion Fund, for its willingness to partner with us in
this endeavor. We hope that this publication and the
work it represents will lead race relations and racial
justice organizations from across the spectrum of
approaches to recognize the value of working inter-
dependently and to make the effort necessary to build
strong and enduring alliances. In the long run, it is
the only effective way to dismantle the racism that
continues to plague our communities and to build a
society that is truly just and inclusive.

Eddie N. Williams

President, Joint Center for Political and Economic
Studies

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES






Midwest community of Harwill, population 135,000, has been undergoing significant demographic
mb Bchange. Harwill, founded by German and Norwegian immigrants, remained a community 98 percent
white until 10 years ago, when the first wave of new immigrants began settling into the community to wWork at
the food processing plant, Willston Corporation. The latest county data show a population 82 percent white,
9 percent Mexican, 5 percent Hmong, and 4 percent Sudanese. The other major employers are St. Paul’s, a
regional hospital, and Holy Chalice, a small Christian college, both of which, along with Willston, play major roles
in influencing public policy. The civic council includes the CEOs of three major employers and other businesses
which employ more than 500 people. The council meets regularly to move their agenda, a top-down response to
addressing communily issues.

City Hall is trying to meet the needs of new residents by providing affordable housing, translation services, and
culturally competent social services. The influx of new residents has left long-term residents frustrated; they feel
that the additional services for new residents have decreased the city services they rely on. There is an underlying
tension and, in some cases, a fear of the new residents. New residents are being followed and stopped by the police
and face difficulties obtaining basic services.

The Mexican-Americans were the first new wave of immigrants. They have developed social services
programs, arranged church services in Spanish, and are organized to respond to the challenges of liNing in
Harwill. R0 local churches have opened their doors to the Hmong and Sudanese, the communily’s newest
residents. The leaders within each immigrant communily are frustrated, since they are always lumped together.
They find that the White residents are just not respectful of the newcomers’ racial, cultural, and religious
differences.

The Social Justice Forum has Worked in this region since 1979, when a major union strike took place at the
plant. The Torum supported the families and were strong advocates for Workers’ rights. Originally the Forum had
been a relatively small organization, With one or tWo staff members and a crew of committed Volunteers, but the
Forum’s programs expanded when it received a significant grant from a national fund for immigrant and refugee
issues. Now the umbrella of programs includes education on immigrant legal rights, policy advocacy for affordable
housing and tenant rights, and communily organizing on health conditions in the plant and nearby neighborhoods.
Executive Director Brian Vandenburg and his staff are working to develop relationships With their new constituen-
cies. The programs’ new focus led the organization to lose some of its long-time volunteers. While the board is
pleased with the stable funding, it is struggling internally and feels it is losing a strong conslituency base.

Holy Chalice’s human resources director, Susan Kern, retired six years ago, starting her retivement by partici-
pating in a religious Yolunteer experience in Costa Rica. She returned four years ago and decided she wanted to
unify her hometown and help long-term residents better respond to changing demographics. With her relirement

fund and contacts in the communily, she launched Diversity Action, Which provides Iraining on immigrant rights,
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institutional racism, and cultural competency. To date, 2,000 residents from area organizations have received this
training.

Harwill's public schools were not prepared for the changing demographics and the additional educational needs
of the newest residents. ™Many new students and their families wWere happy just to altend a school With good
plumbing, receive a nutritious lunch, and have access to books. Religious and language differences caused disputes
not only among immigrant students, who were students of color, and the white youth, but also among the students of
color themselves. Three years ago, a few teachers, frustrated with how the school administration was responding,
began meeting on their own. They felt most of the tension Was based on fear of difference. They created a pilot
after-school dialogue program for six wWeeks; the students created strong relationships with each other and soon told
their friends. Demand increased and the program soon blossomed into a nonprofit, Unified Harwill. The dialogue
groups meet regularly to learn about each other’s cultures, to understand how new residents are treated in the
communily, and to create an action plan to respond to issues. Recently, Unified Harwill's executive director, Juanita
Rangel, the first Mexican-American teacher in the school system, met With ministers Who are considering adopting
the program in several churches in the communily.

Brian, Susan, and Juanita know each other through different social circles and have attended the same meetings
over the years. There have only been a handful of conversations between them about each other’s Work and
communily issues, mostly in a large group setting. Brian feels Juanita’s program is soft in its approach and should be
focusing on advocating for curriculum changes and offering more IZSL. classes. Susan views Brian’s organization
as confrontational and believes advocacy does not lead to change without education of key leaders. Juanita heard
that Susan’s program is very content-driven, With minimal opportunities for participants to learn about each other’s
cultures. Both Juanita and Susan are {rustrated With the constant fundraising and know that Brian’s organization has

immediate financial securily since it received a large national grant.

QUESTIONS TO REFLECT ON

* Do the relationships among the three organizations sound familiar?

* Asthree race relations and racial justice organizations, what efforts could be leveraged
if they worked together on some of the community issues identified—racial tensions,
workers’ rights, affordable housing, profiling, etc.?

*  Whatdoes the community lose when these three organizations are not working together
collaboratively?
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Introduction

o promote interdependent work between race
Trelations and racial justice organizations,” the
Network of Alliances Bridging Race and Ethnicity
(NABRE), a program of the Joint Center for Political
and Economic Studies, received a grant from the
Annie E. Casey Foundation to convene 18 race rela-
tions and racial justice organizations in February
2002 for a national How-To Forum entitled “Creating
Collaborative Approaches to Address Racial Injus-
tice in Communities.” Participants increased their
understanding of different approaches to addressing
racism and discussed how their approaches could be
used strategically to create an inclusive and equitable
community. The principal recommendation that
emerged was to take this workshop to communities
and discuss how this process would work on a local
level. The stakes are different at the local level, the
issues more demanding, and the community’s actual
politics and issues, old baggage, and territorial
maneuvering more intense.

The Joint Center received a generous grant
from the Charles Stewart Mott Foundation to share
a modified version of the How-To Forum with four
communities—Boston, Massachusetts; the Knoxville,
Tennessee, region; St. Paul, Minnesota; and Santa

*  Throughout the text, the term “race relations and racial
justice organizations” will be used to represent organiza-
tions that use individual, intergroup, and/or institutional
approaches to address racism.

| ix |

Barbara, California—and create a roadmap for race
relations and racial justice organizations to replicate
this process, based on the findings and lessons learned
from each community. This publication is for prac-
titioners and activists who want to strengthen their
race relations and racial justice work in communities,
are interested in partnering, and want to learn more
about different approaches. It is also for foundations
interested in improving race relations and racial
injustices, understanding the different approaches,
and supporting collaboration.

ABOUT THIS BOOK

Chapter 1 provides a brief overview of the national
How-To Forum and a description of how the process
evolved at the community level.

Chapter 2, written by Lori Villarosa, our project
partner and director of the Philanthropic Initiative
for Racial Equity, offers insights on relationships with
grantmakers. Ms. Villarosa’s previous work included
11 years at the Mott Foundation, whose U.S. race rela-
tions grantmaking portfolio she developed.

Chapter 3 describes the workshop design and
the four major components of working interdepen-
dently. Project findings and factors to consider when
replicating this process in a community are also
described.

Chapter 4 outlines the four stages of readiness
among race relations and racial justice organizations

JOL\'T CENTER FOR POLITICAL AND ECONOMIC STUDIES
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identified via this process: (1) Creating an Aware-
ness of Organizations; (2) Developing Relationships
between Organizations; (3) Moving from Abstract
Theory to Real Practice; and (4) Implementing an
Interdependent Process. It also discusses ways to
respond and move forward at each stage.

Chapter 5 discusses the “clusters of approaches.”
In each workshop, organizations were asked to choose
which cluster—individual, intergroup, or institu-
tional—best represents their work. In this chapter
some challenges of this discussion are shared, along
with similarities and differences within clusters,
based on participant discussion and two conceptual
charts created by Ilana Shapiro, author of Training for
Racial Equity and Inclusion.

Chapter 6 offers concluding thoughts. Part of
implementing this process is altering the way prac-
titioners and activists think about their work, under-
stand the community change process, and work to
build a vital movement.

Following the Notes and Bibliography, the Appen-
dices include: An updated “Spectrum of Approaches”;
“Organization Reflection Questions”; and How-To
Forum workshop and post-meeting handouts.

THE PREMISES OF THIS BOOK

PREMISE ONE: EVERY APPROACH HAS A
ROLE

Atatime of limited resources, changing demographics
from a new influx of immigrants and refugees, and
increasing post-9/11 fears of people from different
racial and ethnic backgrounds, race relations and
racial justice organizations need to be strategic and
collaborative in addressing community issues that
arise from persistent racism. Race relations and
racial justice organizations use different approaches,
including increasing individual awareness, strength-
ening intergroup relations, and creating equitable
institutions and policies. One of the premises of this

publication is that each of these approaches, when

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

implemented in a high-quality manner, can play a
significant role in addressing structural racism in a

community change process.

“A structural racism analytical framework
identifies aspects of our history and culture
that have allowed the privilege associated

with ‘whiteness’ and the disadvantage of
‘color’ to endure and adapt over time. It points
out the ways in which public policies and
institutional practices contribute to inequitable
racial outcomes. It lays out assumptions and
stereotypes that are embedded in our culture
that, in effect, legitimize racial disparities, and
it illuminates the ways in which progress toward
racial equity is undermined.” !

These various approaches have emerged from
different theories. They each have their strengths and
limitations and sometimes they overlap. For the most
part, organizations using any of these approaches have
the similar goal of addressing institutional racism.
Too often, groups using different approaches coexist
uneasily in communities, at times even working at
cross-purposes to each other, due to both organi-
zational barriers and barriers which may be more
systemic:

R

< Some organizations respond to the work of peer
organizations by assuming their peers are inef-
fective because they have a different approach,
without taking time to learn more about their
strategies, analyses, and outcomes.

<% Often organizations are simply not aware of the
other groups in their community that do similar
work, “nor do they have mechanisms to commu-
nicate with similar organizations—to learn their
lessons, share their ideas, offer mutual support,
avoid duplication, and foster collaborative

activities.”?

% Organizations are at different points of the

continuum in evaluating their work and in

| x|



understanding what impact their race relations
and racial justice strategies are having on a
community change process. Organizations may
sometimes draw premature conclusions about
the impact of their work. To increase the “field’s”
capacity as a whole, it would be helpful if founda-
tions financially supported evaluation as a line
item in grant budgets. With rigorous evaluation,
organizations can better understand the cause-
and-effect relationships of strategies and their

impact on systemic change.

Organizations have limited time, which is often
consumed in responding to the daily demands
of programs, staff, volunteers, and commu-
nity issues. In the short term, to even consider
working collaboratively may not seem like time

well spent.

Limited funding for race relations and racial
justice organizations means competition for funds
can lead to adversarial rather than collaborative
relationships. The foundation funding process is
set up to encourage organizations to explain why
their approach will work and why another type of
approach will not. Most foundations do not have
an explicit racial analysis but rather an implicit
one—“considers race indirectly or peripher-
ally—race is often implied or acknowledged, but
perceived as secondary to or subsumed under

root issues such as poverty.”

This work can be driven by internal crises within
organizations (lawsuits), new legislation or court
cases (affirmative action cases), or incidents that
put race on the community radar screen (police
shootings of African American and Latino males).
Some race relations and racial justice organiza-
tions respond to these “crisis” requests by being
accountable to their constituents in the commu-
nity, and focus on being catalysts for change.

Other organizations respond to the immediate

2
%

INTRODUCTION

“Meetings on racial justice often resemble
nothing so much as a bazaar filled with
peddlers offering the all-purpose answer. The
reality is that the problem has no single or
simple solution...If there is one answer, it lies in
recognizing how complex the issue has become
and in not using that complexity as an excuse

for inaction.”

—Ellis Cose, as quoted in Ella Mazel, “And Don’t
Call Me a Racist!”

request for help by working with institutional
leaders, believing that relationships and internal
organizational work will lead to long-term
change. Still other organizations simply support
the status quo, ignoring the responsibility of their
accountability to the greater community.”

Race relations and racial justice organizations
can be played against each other by consumers. A
business or nonprofit may seek to become an inclu-
sive workplace but may try several organizations
until it finds one that is “comfortable” and does
not rock the boat, and in doing so, intentionally
or unintentionally, can influence organizational
reputations. Many individuals and organizations
are unaware of what is entailed in initiating and
sustaining an organizational change process that
aligns policies, practices, and culture with the
organization’s vision of being inclusive or anti-
racist. The competition to obtain these contracts
also causes tension between groups.

| xi |

“A buffer is one who protects the institution by intercepting or
moderating adverse pressures or influences on it . . . Institu-
tional gatekeepers are therefore important to the maintenance
of the status quo because buffers protect the institutionalized
arrangement which perpetuates the superiority of whites.”
From People Escaping Poverty Project, Undoing Racism: The
Philosophical Basis for an Equitable and Fust Society.

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES
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PREMISE TWO: A MULTI-LEVEL, MULTI-
APPROACH PLAN

We do not have a track record of organizations that
use significantly different approaches working inter-
dependently over a sustained time on specific commu-
nity issues. We need to examine this. If we create a
multi-level, multi-approach, comprehensive plan,
and persistently and tenaciously implement it, will
this increase the likelihood of reaching our long-term
outcomes and dismantling structural racism? When
we work independently on community issues, such as
educational disparities, it is hard to anticipate how
our work will affect other issues, harder to adequately
respond to changing conditions, and harder still to
know where resistance may come from.

California provides one example of unanticipated
results. Several groups worked on legislation to create
smaller classes in public schools. This initiative was
based on significant research that found that students
do better in school and become better readers when
taught in smaller groups. The California legislature
passed the bill. Though there was much to celebrate
and many good outcomes of this legislation, there
was an unforeseen repercussion: with the resulting
high demand for teachers, the more experienced
teachers went to higher-paying teaching positions
in the suburbs, leaving less-experienced teachers in
the schools with the greatest needs. In fact, a teacher
shortage was created.* Dismantling structural racism
is too complex and multi-layered for us to think that
any one organization or any particular approach can
have a significant impact or offer all of the answers or
foresee all of the potential repercussions or backlash.
Our response has to match the problem; we need to
understand the impact of our strategies in a commu-
nity change process, we need to create relationships
with each other, and we need to work our strategies

interdependently for the greatest impact.

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

PREMISE THREE: WORKING TOGETHER
AS A LEARNING COMMUNITY

This is not to assume that establishing an interde-
pendent way of working will not be difficult, or even
overwhelming, at times. And by no means are we advo-
cating for a “let’s just get along” process. Instead, we
are challenging organizations to rethink their current
models for change. We are challenging ourselves to
reflect on our established ways of working, to think
about what is possible if we work interdependently, to
reflect on how we model our work among ourselves,
and to consider functioning as a “community of race
relations and racial justice organizations” with a common

vision to create a just and equitable society.

| xii |



overview of the

In this chapter, we discuss the national How-10 Forum’s design and outcomes, as well
as how the forum was piloted in four communities

his  How-1o

Approaches to Address Racial Injustice in Commu-

Forum—Creating  Collaborative

nities—seeks to advance and advocate a process that
groups with different approaches to race relations and
racial justice can use to understand each other’s work,
discuss ways to leverage their different approaches,
and promote accountability, so that everyone involved
can increase the effective bridging of racial and ethnic
divisions and dismantling of structural racism. The
process encourages organizations to hold up a mirror
to their own work, to reflect on their reactions to the
different approaches, and to understand and address
the systemic and internal barriers that prevent orga-
nizations from working together to address racial

issues.

THE NATIONAL FORUM

NABRE, the Network of Alliances Bridging Race
and Ethnicity, grew out of work done by President
Clinton’s Initiative on Race to identify and high-
light promising practices in racial reconciliation in
communities across the country—from dialogues
and joint community action projects to efforts to
challenge institutional racism. NABRE (pronounced
“neighbor”) has been a program initiative of the

| 1]

Joint Center for Political and Economic Studies, the
nation’s pre-eminent think tank focused on issues of
concern to African Americans and other minorities.*

The

nurture race relations and racial justice organiza-

NABRE mission was to cultivate and

tions committed to building alliances that break
down barriers of race and ethnicity in all sectors of
communities, and to build a relentless momentum
toward a more inclusive and just nation. The NABRE
philosophy is based on the belief that a wide range
of approaches in race relations and racial justice
work—from raising individual awareness to working
on intergroup relations to confronting institutional
racism—all play a vital role in dismantling racism.
NABRE received a generous grant from the Annie
E. Casey Foundation to put its organizational frame-
work into action by convening a National How-To
Forum in February 2002. Extensive research was
required to establish a list of the different race rela-
tions and racial justice approaches that exist in the

*  Most of NABRE’s activities were suspended in September
2003 due to funding challenges. In three years, it had built
a network of 197 member organizations in 35 states and
the District of Columbia, issued three publications, built
and fostered unique partnerships and alliances, initiated
the Upper Midwest Regional Network, and demonstrated
emerging technologies to discuss racial justice challenges.

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES
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United States to address racism. Initially, we looked
for approaches that both followed a theory of prac-
tice* and were used by a critical mass of organizations
with track records. In the race relations and racial
justice field, one could find theorists who helped to
define a particular approach with some consistency of
description, but except for two recent dissertations,’
any comparative analysis was lacking. We found
a few “analyses” of different approaches, but they
had clear and strong agendas in favor of particular
approaches, and therefore only some of their descrip-
tive information could be used.® Research confirms
that a common language for and understanding of the
different approaches are needed. This absence is one

of the root causes of the tension between groups.

DESIGNING THE NATIONAL FORUM

Choosing which national organizations and
community-based organizations to invite posed a
challenge since there was limited capacity. Partici-
pants chosen differed not only in their approaches
but also in their constituencies; for example, some
others with the faith

community.” A set of Organization Reflection Ques-

worked in higher education,

tions (see Appendix II) was created to help partici-
pants deconstruct their approaches. By reflecting

prior to the forum, participating organizations gained

*  Theory of Practice: Name and frame the problems the inter-
ventions address; understand the fundamental principles,
strategies, and methods needed to address the problem; recog-
nize successful and unsuccessful interventions; set intended
outcome for efforts. From Ilana Shapiro, Mapping Theories of
Practice and Change, p. 12.

* * National How-To Forum Participants included The Action
Evaluation Research Institute, Alliance for Conflict Transfor-
mation, The American Institute for Managing Diversity, The
Aspen Institute, California Tomorrow, Community Change,
Inc., Cultural Diversity Resources, Hope in the Cities,
Intercultural Communication Institute, Intergroup Rela-
tions Center of Arizona State University, Knoxville Project
Change, MultiCultural Collaborative, National Coalition
Building Institute, National Conference for Community and
Justice, People’s Institute for Survival and Beyond, Southern
Poverty Law Center, Study Circles Resource Center, and the
Unitarian Universalist Association.

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

an opportunity to go deeper and ask questions about
each other’s work. For some, this was the first time
these discussions had occurred in their organization.

The foundation of the process was building trust
and understanding, thus creating opportunities
for dialogue across approaches. As with any group
process, participants went through a stage in which
they questioned each other’s intentions as well as
those of the convener. One important discussion
was an examination of both spoken and unspoken
concerns. This discussion eventually led participants
to see commonalties in the various perceptions of
the field/movement* and helped everyone to begin
to look at each other as part of a whole instead of in
separate camps. Among the spoken and unspoken

concerns shared were these:

“Danger that we could perpetuate the problem by
‘professionalizing’ the process.”

“Our unspoken hierarchy of approaches.”

“To get a better sense of some of the
contradictions we are engaged in and the mixed

messages we send.”

“Issues of competition for money and human
resources as well. How do we have staying power
without compromising principles of the work we
are trying to do?”

Participants had a rich discussion, learning
what each organization could contribute and brain-

storming principles of engagement for organizations

¢ People use various terms to encompass the work of many
organizations, from “field” to “movement,” although some
are averse to both terms. Some are concerned that use of
the term “field” would “professionalize” the work. Others
are concerned that the lack of accountability structures and
organizational connections means we cannot even assume we
have a common vision and therefore a genuine “movement.”
In this publication, we chose to use the term “community of
race relations and racial justice organizations.”

| 2]



to collaborate across the spectrum of approaches.
Many were pleased to discover the ways they could
work together and surprised to witness the similari-
ties among their visions for dismantling structural
racism. Although participants enjoyed the challenge
of actually working on a common issue together, they
also became acutely aware of the places this process
might break down, including: collaboration norms,
definitions of oppression, lack of understanding of
the types of interventions, and the timing of a new
intervention into the community change process.
While planning the National Forum, we* were
uncertain what degree of intergroup tension to expect.
We soon learned that participants were anxious,
curious, and excited to finally have this discussion
with each other. It took a while to dismantle some of
the stereotypes about different organizations and/or
approaches. Participants walked away with a clearer
perception of the commonalities in their work and
more openness to finding ways to leverage each other’s
approaches and work interdependently toward a
common vision. At the forum’s conclusion, all agreed
that the process had been valuable; that enormous
progress had been made in establishing an under-
standing of how collaborative efforts might work; and
that it is vital to pursue this process, particularly at
the local level, in order to build on the established
process and develop convincing and authoritative
guidance for groups that want to collaborate on
critical issues of racism in their communities.

COMMUNITY HOW-TO FORUM
Initially this project was designed to take the
national process to two communities and invite
organizations to make a significant commitment
by attending a two-and-a-half-day forum and two
follow-up meetings. The naive assumption was that
organizations would embrace this concept of working

*  Throughout this chapter in the context of project decisions,
“we” refers to the Joint Center for Political and Economic
Studies.

|31

OvVERVIEW OF THE How-To Forum

interdependently together, and only needed space and
support to have conversations on how it might work
in their communities, but we underestimated how
difficult this would be. We did not realize the signifi-
cant interpersonal and systemic barriers to coopera-
tion that were in place, nor did we fully understand
each community’s level of readiness to have this type
of conversation.

Full organizational buy-in—For organizations to
make this level of commitment would require full
organizational buy-in of the concept and process and
therefore take significant lead time. Some felt inter-
dependence was too abstract; others felt collaboration
was too long and tedious.

Lacking examples—We found no examples of a
broad group of race relations and racial justice organi-
zations, with different approaches, working together
on community issues.

Collaboration takes funding—Who will fund this
after the project is over?

Fear—Fear was a very real element: fear among
smaller organizations that they would be lost in
the process of collaboration and would be asked to
contribute in ways they could not; fear of how this
collaboration would affect an organization’s work,
1.e., whether it would take the organization away
from already overextended programs; and fear that
part of the collaboration would involve dealing with
conflicts, healing wounds, and facing the risk of new
wounds and conflicts. Finally, there was simple fear
of the unknown. Though many of the organizations
promote collaborative relationships and working
across differences, some were still unsure what they
would have to relinquish.

The project was restructured to introduce the
idea to four to six communities and provide technical
assistance after each workshop either for the founda-
tion partner or the community of organizations. It
was important to send the message that the collabora-
tive process needs to be homegrown and organic, not

initiated by an outside organization, and our intent
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is to respect the organizations’ response to the work-
shop. We also believed, given the funding challenges
mentioned, that it was important to engage philan-
thropic foundations. If the project was to encourage
a new way for groups to work together, it would be
important that the funding guidelines support this
approach. By including foundations as partners,
we hoped to increase their awareness of their roles,
their ability to assess whether requests for proposals
(RFPs) would support collaborative relationships,
and their understanding of how to evaluate collabora-
tive efforts.

With these goals in mind, the Joint Center believed
it was important to partner with the Philanthropic
Initiative for Racial Equity (PRE) at the Leadership
Conference on Civil Rights Education Fund. PRE’s
mission is to increase the quantity and effectiveness
of resources aimed at combating institutional and
structural racism in communities through capacity
building, education, and convening of grantmakers
and grantseekers. The premise of the How-To Forum
was that if organizations who participate in the work-
shops commit to strengthening their own impact by
finding ways to work interdependently with organi-
zations that have different approaches, then we can
work toward creating a movement that is greater and
more powerful than its component parts.

Four communities were identified—Boston,
Massachusetts; St. Paul, Minnesota; Santa Barbara,
California; and Knoxville, Tennessee—to participate
in the project.* Each met the criteria of having a
strong local or community foundation with a race
relations and/or racial justice portfolio, and each had
at least 15 race relations and racial justice organiza-

* A foundation that had convened race relations and racial
justice organizations in a fifth community was also invited to
participate. It seemed the relationships between the organiza-
tions, as well as with the foundation, were fragile. Without
a significant commitment by foundation staff to provide
outreach to organizations, and given limited interest by some
organizations, the workshop was cancelled.

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

tions whose approaches were diverse. We contacted
local foundations with track records on these issues
that had an interest in being conveners. After several
discussions, both with the Joint Center and internally,
a partnership agreement was established with each
foundation. In each community, additional founda-
tions participated in the workshop or in a separate
meeting.

Three foundations — the Haymarket People’s
Fund, the Fund for Santa Barbara, and the Appa-
lachian Community Fund — were members of the
Funding Exchange, a national membership orga-
nization of publicly supported, community-based
foundations dedicated to building a base of support
for progressive social change through fundraising
for local, national, and international grant-making
In 1998, the St. Paul Foundation, a
traditional community foundation, adopted a 10-year

programs.**

strategic grantmaking plan focusing on four long-
term outcomes, one of which is “creating an anti-racist
community.”” The first step was to identify which
organizations to invite, based on their approaches,
their focus, and their commitment to racial issues.
The smaller the community, the more challenging
were the politics involved in deciding who to invite. In
some cases it was about inviting not an organization,
but rather an individual. Having foundations do the
inviting and assume the role of convener and commu-
nity partner also proved helpful. Also, there was an
attempt to be clear that the invitations were not origi-
nated by grantmaking units, but the perception was
still present. In three communities, pre-existing orga-

nizational contacts with race relations/racial justice

**  Fund for Santa Barbara was voted in as a full member of the
Funding Exchange at the June 2004 meeting.

¢ The Santa Barbara Foundation, a traditional community
foundation, served as co-convener for the local workshop and
technical assistance meetings.
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organizations significantly helped in recruiting other
organizations and advising the foundations.

The level of familiarity each foundation had with
the race relations and racial justice organizations in
its own community differed. Two foundations had a
thorough awareness, another was familiar only with
its grantees, and the fourth had only limited knowl-
edge. To address these different levels of knowledge,
we conducted research in each community to learn
about race relations and racial justice issues and find
out about different types of organizations, including
grassroots groups. We also discussed the issues with
colleagues from the community.

Discussions, outcomes, and discoveries were
unique to each workshop, and each time a new set of
challenges and barriers to implementing interdepen-
dent processes became evident. One day of customized
technical assistance was offered to each foundation
(only two foundations utilized this benefit). Technical

assistance provided included:

2
%

2
%

2
%
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meeting with local foundations to discuss the
process, challenges, and benefits of funding race

relations and racial justice work

meeting with local elected officials to discuss
the importance of addressing race relations and
racial justice issues in their community

serving on a panel at a community forum for resi-
dents to learn about and discuss comprehensive
community initiatives which address issues of
institutional racism and racial inequities

discussing with a host foundation how it can
continue to align its antiracist principles in its

grantmaking and internal operations, and

facilitating a follow-up meeting of organizations
to discuss how to implement an interdependent
process in their community.
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Chapter 2

the of

foundations

This chapter was written by Lori Villarosa, director of the Philanthropic Initiative for Racial

Equity at the Leadership Conference for Civil Rights Education Fund.

PROVIDING LEADERSHIP ON
RACIAL JUSTICE

“Racism confers dominance and control of one
group over another based on social definitions
of race. Racism can occur consciously or
unconsciously, overtly or subtly. An anti-

racist community counters racism at all
levels—discriminatory beliefs and behaviors of
individuals and organizations, the involuntary
segregation of racial/ethnic groups, institutional
and structural barriers to equal opportunity, and
negative cultural stereotypes and images.”

his statement, the kind one might expect to hear

from a Bay Area community activist or perhaps
a small, progressive funding collaborative, in fact
appears on the website of The St. Paul Foundation,
a traditional, mainstream (albeit large) community
foundation, founded in 1940.

Over the past decade, there has been a significant
change in the way many foundations are thinking
about issues of racism. While there are still far too
few that have made racial justice an explicit area of
focus, an increasing number are making real efforts to

determine how to address racial disparity effectively
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and are recognizing the need to be more deliberate in
their approach to this issue.

Each of the four community-based foundations
involved in the How-To-Forum, as well as the national
funder for the project, has made a direct commit-
ment toward addressing racism. The three progres-
sive Funding Exchange members—the Haymarket
Foundation, the Fund for Santa Barbara, and the
Appalachian Community Foundation (ACF)—have
all sought to address racism via direct grantmaking.
Haymarket and ACF have both engaged staff and
board members in anti-racism training and have
explicitly incorporated anti-racist principles into
their grantmaking guidelines.

Interestingly, the perception that “they aren’t
ready to deal with it [racism] directly” is both
something that grantseekers hear about funders and
that funders hear about many liberal organizations.
While anti-racism work should always be driven by
the community, the belief that anti-racism concepts
are not safe language to use with funders places a
greater burden on those foundations that are willing
to address the issues, since they need to take a bolder

leadership role in verbalizing them.
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Organizations like the Appalachian Community
Fund, the Fund for Santa Barbara, the Haymarket
Foundation, and the St. Paul Foundation have made
a concerted long-term commitment and investments
have been expressed at all levels. However, founda-
tion representatives can also begin to show leadership
in smaller ways that are equally crucial. Sometimes
a vital step is taken simply by being the first one to
raise the issue in a community meeting, providing
greater space for others, or signaling the recognition
that anti-racism is important within the context of
whatever other issues a foundation is supporting (e.g.,
education, arts, health).

Foundations need to take greater leadership by
saying to nonprofit organizations and community
efforts: “Yes, not only will we support racial justice
work, but we expect it to be a consideration any time
you’re working in a field where your need statements
reveal disproportionate inequities among communi-
ties of color.” For too long, groups have tried to work
around race, in some cases fearing that foundations
and others will be too reluctant to tackle the issue
directly. Of course, even many liberal groups have
shied away from addressing racism directly or have
assumed that they would get to race by addressing
class. And yet across the country we have been seeing
the downside of so-called “race-neutral” approaches
that neglect to recognize that targeted and dispropor-
tionate problems need similarly targeted solutions.
A misguided “colorblind” ethos often perpetuates
the status quo and continues the cycle of vast racial
disparities in education, economics, and so many

other vital areas of our communities.

HOW TO ADDRESS RACIAL EQUITY

When foundations decide to address race relations
or racial justice directly, they need to be crystal clear
about their goals and have honest internal discussions
about the various theories of change believed by those
in positions of power within the institution. While

the premise here is that there are credible roles for
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the various change approaches described—whether
individual, intergroup, or institutional—funders
have often been more comfortable addressing the
individual or perhaps the intergroup approaches, and
less comfortable or familiar with those approaches
linked to institutional racism.

In assessing community needs, a funder should
identify where other support is already available
and strive to bridge the funding gaps based on the
belief that each approach makes a contribution.
For example, in one community, corporate funders
might be supporting race relations programs that
take the individual approach, aiming to increase
personal awareness and understanding, but would
not consider funding any efforts that take an explicit
racial equity position. Or a local funder may recog-
nize that while support is available to groups tackling
a specific issue, such as housing segregation, no one
is providing support for different racial and ethnic
groups to work together from their potentially varied
power and cultural positions. In such a case, contrary
to the general perception in the field, funding inter-
group relations may be the more progressive and
challenging move, even though it may seem “touchy-
feely” to some grassroots advocates or other funders
who address race explicitly.

In addition to providing leadership and direct
support, foundations typically have the clout, the
resources, and in some cases the mission to convene
various community groups in ways that can advance
many of the collaborations discussed in this publi-
cation. Obviously, any such convening must care-
fully recognize the power dynamics at play and not
be entered into lightly or for the purpose of solely
advancing the foundation’s agenda. There really are
no magical tricks that foundations can employ to
avoid the dynamic of organizations seeking to posi-
tion themselves, or scrambling to try to determine the
agenda of the foundation, or rearranging their sched-
ules and taking valuable time from their work regard-

less of whether or not they truly feel the collaborative

|81



effort is useful. However, being sincerely mindful of
these dynamics and seeking to engage a variety of
more independent perspectives when planning an
event can certainly help to avoid such problems.

Again, while these dynamics can emerge any time
a foundation convenes organizations around an issue,
racial justice issues often bring to the surface deeper
passions and conflicting emotions among many
involved. This places an even greater responsibility
on foundations to thoroughly think through whether
and how they might convene.

That said, it would be an even greater mistake for
a foundation to be so cautious about the risks that it
avoids the activity altogether. With reasonable aware-
ness, and perhaps most importantly, honest acknowl-
edgement of the power imbalance, the foundation
wields considerable resources that very few other
institutions can provide to bring together a range of
organizations.

Some foundation representatives either assume,
or correctly recognize, that this work is very complex
and requires a long-term commitment. However, this
should not mean that the only way their foundation
can have an impact is to ensure a multi-year, dedi-
cated initiative. Naturally, it is better if a foundation
has enough clear commitment to racial equity that
its board and management can publicly make a long-
term investment, but if they are unable to do this at
the start, it should not deter them from entering the
work at all.

One must acknowledge the risk that foundations
may start this work and then abruptly stop, a dynamic
that is typical for any new area of foundation work
but even more so for racial justice work given the
history of unmet promises and false starts in so many
communities. However, if a foundation is uncertain
how big an investment it can make in this area, there
are still many prudent ways to initiate grantmaking
and related efforts to support racial equity in its

community.
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A foundation’s work could intentionally include
other donors to engage in educational activities
together. The foundation should ensure that its racial
justice grants clearly complement other investments
in the community so that it is maximizing existing
work and not seeding isolated efforts. Even with
relatively limited resources, a foundation could have
a significant impact by providing resources for its
existing grantees to strengthen their understanding
of racial justice through training or other work.

With a range of ways to enter the field of racial
justice, uncertainty should not be an excuse for apathy
or immobility. While there is still a lot of apprehen-
sion among foundations, there are also many advances

and even greater opportunities for change.

UNDERSTANDING AND LEVERAG-
ING THE INTERNAL DYNAMICS

It is important to recognize that the impetus for
addressing issues of racial justice can and does come
from many different places within a foundation.
There may be board leadership, but an entrenched
staff unable to make the change as easily. Or there
may be progressive staff, but a board that is uncom-
fortable with the concept of racial equity. In other
cases, there could be a community crisis or public
pressure that sparks the discussion, although such
situations tend to elevate polarization around the
issues and can create even greater discomfort for
foundation management. And of course, different
types of foundations have varying notions of account-
ability to community both by principle or perhaps by
their charter. Given all the potential variables, any
suggestions about what funders should or shouldn’t
do need to be firmly based on an understanding of
where the catalyst for change originated and where
the locus of power lies.

« What change strategies are typically employed
within other aspects of the foundation’s work? If
the foundation has a long-standing emphasis on
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scholarships, parenting programs, job training,
or other “personal” responsibilities, it is less
likely to adopt a structural perspective of racism
and be interested in addressing systemic change.
If these are limitations, it is important to seek a
race relations or anti-racist effort that mirrors the
individual change approach of the foundation’s
other work. At the same time, it is helpful to try
and identify those organizations that use an indi-
vidual approach but with a more institutional or
structural worldview.

% Once an awareness of the foundation’s grant-
making culture and an understanding of the
foundation’s comfort level regarding leadership
and controversy exist, it will be easier to assess
what is possible and what needs to move more
cautiously. As with any organizing activity, it
is also critical to identify influential allies and
possible detractors and be able to engage ecach

appropriately.

2

< Don’t make the mistake of assuming the work
will be controversial while you are still assessing
the foundation’s comfort level. In fact, in many
foundations it becomes a self-fulfilling prophecy
that management or boards will be too apprehen-
sive. That is, staff either hesitates to advance the
work or handles it in such a timid manner that
they give the impression that the work is far less
mainstream than much of it is actually becoming
today.

< Besure to highlight other foundations and leaders
within your community who are taking on the
cause of racial justice. While foundations want to
lead, few want to be so far ahead of their peers
that they are working alone (for either political
or financial/partnership reasons).

«  While there is some debate about whether one
must first get “one’s own house in order” before

taking on work of this kind, not having everything
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in place internally should not be a rationale for
not moving forward. It is important to examine
the foundation’s internal processes, diversity, and
power structures and relationships, but many
examples exist where internal reform actually
follows programmatic emphasis, rather than

solely the other way around.’

FOUNDATIONS AND ACTIVISTS AS
ALLIES

Many long-time community activists may be jaded
about new foundation initiatives, and many may feel
that issues of racial disparity have been ignored for so
long that the most realistic entry points into this work
are simply “too little, too late.” While such criticism
might be valid, it is also important for the broader
racial justice movement to carefully consider the
impact such criticism is likely to have, particularly
if the foundation is a mainstream one. It may have
taken considerable internal persuasion to get a board
aligned, and there may still be concerns over losing
donors or others who might be uncomfortable explic-
itly addressing issues of racism.

If a foundation is taking the action based on its
own conviction and not in direct response to outside
community pressure, but then receives community
criticism for that action, it is unlikely to raise the
board’s comfort level or increase energy and resources
being devoted to the work. Instead of assuming a
foundation will act half-heartedly, community activ-
ists could view the situation as an opportunity to
partner with, educate, and assist in advancing the
interests and investments of funders. This is a time
to understand where funders stand vis-a-vis the
question of addressing race explicitly, and then to be
partners and allies in deepening and strengthening
their efforts.

While this seems like common sense, unfortu-
nately it is not unusual for foundations newly entering

a field such as racial justice to be met with vocal cyni-
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cism and criticism throughout a community. This is
not to say that grantseekers should simply withhold
legitimate criticism— of course, there will be cases
where a foundation can do more harm than good—but
the community should also take the time to hear the
foundation out and enter into the discussion with an
open mind.

Given the institutional power imbalance between
foundations and grantseekers, it is easy for some to
assume that success is simply a matter of intent and
that commitment is the main thing standing in the
way of foundations providing more support for racial
justice. However, just as dealing with issues at the
community level is complex, there is more to consider
on the foundation side as well.

Activists may appreciate hearing how the funders
involved in these gatherings described the challenges
they face in this arena even after they had decided
to address race relations and racial justice issues
more directly. Following the forum, each foundation
was asked to share the primary challenges it faced in
working with nonprofits in the racial justice arena.
Their comments, quoted below, reflect the founda-
tions’ different institutional styles or sizes, as well as
the pool of potential grantees they typically consider
for support. These comments show that supporting
racial justice work is also more nuanced than those
seeking funding often publicly recognize. Yet many
challenges noted by the funders are cyclically related
to the dearth of resources invested to date. Fortu-
nately, each institution has already chosen to invest
in trying to break that cycle.

Capacity issues among the groups:

“It is easier for groups to discuss the issue than

it is to take specific steps to address it.”

“Groups that are small and very grassroots,
and that organize on the frontlines, have a hard
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enough time keeping their doors open, let alone
dedicating resources to anti-racism training.”

“Groups at very differing levels of analysis and
understanding; groups who have no staff; and

groups that are isolated and in rural areas.”

“The majority of groups in [our community] that
work on racial justice issues do so as a subset

of their work, and do not focus solely on racial
justice. Therefore their capacity to [do] the work
is somewhat subject to where racial justice issues
fall on their overall priority lists. By definition,
these shift over time. The few organizations that
do focus primarily on racial justice are largely or
entirely volunteer-run.”

Clarity about a group’s theory of change*:

“Some groups do not clearly define what they
mean by racism, which limits their ability to

focus on specifically defining issue outcomes.”

“We find that especially in white-dominated
progressive organizations guided by traditional
‘left’ analysis, there is often unwillingness

to address racism, and instead ‘class” is the

defining issue.”

“Groups who are very different in their levels of
analysis and action.”

Uncertainty about ways to measure outcomes:

“Many groups have difficulty developing
short-term tangible outcomes to be achieved

*  According to Sally Leiderman of the Center for Assessment
and Policy Development, “theory of change is a roadmap that
describes how you expect change to happen, by tracing your
assumptions about how you expect your strategies to lead to
outcomes and long-term goals” (email communication with
the author).
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by the grant and, therefore, don’t have specific
outcomes to measure.”

“Some groups are more outcome-oriented, and

do not want to take time for process.”

“With many groups this is not even in their
vocabulary, but many are working to take a first
step.”

“[We] reject the notion that all social change
work can be measured with social science-based
‘outcome funding’ models that have become such
a trend in mainstream philanthropy. Instead we
work with grantees to support them in creating

their own project-appropriate evaluation tools.”

Controversy about groups, internally or

externally:

“Controversy has not been an issue so far.”

“We see grantee groups have immense internal
struggles due to institutionalized racism in the
group, for example, unconscious undermining of

the leadership of color, etc.”

“Disagreement internally about whether groups
are taking anti-racism work seriously enough.”

“A relatively few organizers are responsible

for the majority of the work that gets done.
Therefore, there are many long histories between
both individuals and organizations. In some
cases, collaborative work between two or more
allies may seem logical and beneficial from an
outsider’s view, but interpersonal and intergroup
histories of conflict may make such collaboration
difficult, inappropriate, or impossible.”

JoiNT CENTER FOR POLITICAL AND ECONOMIC STUDIES
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The Philanthropic Initiative for Racial Equity
(PRE) is designed to increase the level and
effectiveness of resources aimed at institutional
and structural racism. Further resources for
grantmakers and grantseekers interested in racial
justice will be available soon on the website www.
racialequity.org. In addition to PRE, the following
networks are excellent potential resources for
grantmakers interested in connecting with others
trying to learn more and advance work on racial

justice.

Racial Justice Funders Collaborative

— a partnership of private and corporate founda-
tions, family foundations, and individual donors
that share a commitment to support and learn
from communities seeking racial justice. The
collaborative will provide grants to partnerships
of lawyers and community organizations that
use legal and non-legal tools to achieve equity
and fairer policies for communities marginalized
by race, ethnicity, and immigrant or citizenship

status. www.racialjusticecollaborative.org

Fulfilling the Dream Fund

— a new collaborative donor partnership, cata-
lyzed by the Ford Foundation, to promote inno-
vative research, outreach, and action related to
affirmative action, proposed in 2004 with launch
expected in 2005.

National Network of Grantmakers

— a network of progressive funders that has
recently identified racial equity as one of three
main pillars of its upcoming work. www.nng.org



Affinity Groups
Affinity groups include the following:

Association of Black Foundation Executives
www.abfe.org

Hispanics in Philanthropy

www.hiponline.org

Asian Americans/Pacific Islanders in Philanthropy
WWW.aapip.org

Native Americans in Philanthropy

www.nativephilanthropy.org

Grantmakers for Children, Youth and Families
www.gcyf.org

Grantmakers in Health

www.gih.org

Coalition of Community Foundations for

Youth and California Tomorrow

Leading by Example: Diversity, Inclusion and
Equity in Community Foundations, is a project of
these two nonprofits that shares the story of four
community foundations engaged over a two-year
period in a learning network to create an internal
change process to increase their capacity to
include equity, diversity, and inclusive practices
in their organizational structures and day-to-day
operations. Website at www.ccfy.org/toolbox/
leading by example CA.htm
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Chapter 3

How-To Forum

workshop aaprocess

This chapter presents the workshop design and the four components of the process, shows

findings from the workshops in four diverse communities, looks at factors to consider when

replicating this process.

he following objectives, script, and lessons
learned from the four eight-hour How-to Forum
workshops may need modification for your commu-
nity, depending on the community of organizations’
readiness. (See Chapter 4.) The objectives are these:

R

% To learn about each other’s work, and begin or
continue to build relationships with each other to
create a solid foundation for working interdepen-
dently together.

< To deepen understanding of one’s own work and
its similarities to and differences from other
approaches to race relations and racial justice
work.

< Using a case study, to discuss the possibility of
leveraging different race relations and racial
justice approaches to address a community

issue.

< To consider the benefits of organizations that use
different approaches to work together interde-
pendently on community issues.

After each workshop, participants completed a
workshop evaluation and made the following recom-

mendations about the workshop’s design:

| 15 |

< Try to provide enough time to build relationships
and trust, learn about each other’s work, explore
and discuss tensions, discuss a current issue, and

explore how participants might work together.

<% Be sure to discuss everyone’s definitions of
racism and their analyses of the issue. Discuss
how all participants see racism operating in the

community.

< Discuss how the funding system can act to divide
organizations, and how funders can be partners
in this process.

< Be sure to include an exercise to elicit people’s
emotions; a mechanism for encouraging more
practical discussions; sharing about successful
collaboration; and discussions of accountability

and movement building.

« Include a discussion of a cross-section of other
“isms,” develop a common vision, and identify
self-interests.

Details of workshop design reflecting the unique-
ness of each workshop follow, along with an outline,
script, and facilitator notes. All workshop handouts
can be found in Appendix III.
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FOUR COMPONENTS

This workshop design can be a template for a commu-
nity of race relations and racial justice organizations
interested in starting this discussion. The design
incorporates four components which practitioners
and activists in the field believe are essential in
discussing how to work interdependently together.
(In the following chapter the readiness of organiza-
tions to have this conversation is discussed.) The four

components of the process are:

I. BUILD RELATIONSHIPS

Learn about the other organizations: What are their
missions? How many staff and volunteers do they
have? Who are their constituents? What are their
programs and activities? What do they consider
their greatest accomplishment? What are the current
barriers to their work?

Learn about each other: Who are their heroes/
sheroes? Whose shoulders do they stand on when they
do race relations and racial justice work? What skills

and knowledge do they bring to the table?

II. UNDERSTAND THE DIFFERENT RACE
RELATIONS APPROACHES

Learn about the spectrum of approaches: Give partici-
pants an opportunity to review the descriptions of the
approaches and the comparative chart (Chapter 5 and
Appendix).

Learn about the three clusters: Give participants an
opportunity to review the handout (see Chapter 5)
and decide which cluster closely matches their work.

Learn about the organizations in your cluster: Share
with the group your organization’s outcomes, strate-
gies, and how change happens. Identify similarities
and differences between strategies and outcomes.

Learn about the different clusters: Have each cluster
share and learn about the similarities and differ-
ences among all of the organizations. What are your

concerns about another cluster’s work? How does
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their work impact yours? Do you see connections? Do
you see tensions between the approaches?

ITII. LEVERAGE YOUR APPROACHES

Discuss how it might work for groups to work inter-
dependently: Thinking about the larger picture of
dismantling structural racism, how do you perceive
your work among the other types of work present
in the room? What are the connections between
the different types of work? What are the tensions
between the different types of work?

Discuss working interdependently in the abstract:
Using a case study, begin to examine the issues by
identifying root issues and determining the larger
goal groups seek to achieve. What are individual,
intergroup, and institutional strategies? How do they
overlap, support, or complement each other? What
are the conflicts? Would you stage the strategies?

IV.IMPLEMENTATION

Discuss working interdependently in real time: Does
a collaborative process help or hinder your organi-
zation’s work in addressing race relations and/or
racial justice? Is there a need for greater collaboration
between groups to further your work in your commu-
nity? Where can you leverage your work? What might
be some barriers to working collaboratively? What
are your concerns with a collaborative process? As
you think about the different approaches, does a
particular approach build on your work? Does your
approach appeal to some people? Does another orga-
nization reach people you are not able to with your
approach?

Establish a process for working together on racial
inequities: Agree on principles of engagement to use
in your discussions with each other (see sidebar).
What will accountability look like for you and with
the people most impacted by the problem? Share defi-
nitions of racism and your analysis. What are ways
you will address the race, power, and privilege issues
between each other? In what ways will you address

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES
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Principles of Engagement

The following is a broad compilation of workshop participants’ responses to the opening questions of the
workshop:

< What do you need from other participants to have discussions about working together?

K2

< What are you willing to give to other participants to have discussion about working together?

What I need ...

Commitment. I need you to stay engaged, to contribute your time and expertise, to be clear what you
are willing and not willing to do, and to follow through with what you are going to do.

Being Present. I need you to be open, honest, respectful, courageous, listen actively, be critical, take
risks, be vulnerable, and share your sense of humor.

Sharing. I need you to share your lessons learned, your opinions, your creativity, and information about
your organization.

Relationships. We need to trust each other, to not personally attack, to not let things get personal, and
to be authentic in our communication. We need to create a relationship based on reciprocity and mutual
assistance.

Respect for Differences. I need you to respect our differences—race, ethnicity, class, language, ability,
sexual orientation, gender, learning style, definitions and analysis of racism. I need us to give space for
new voices and ensure youth’s participation.

Acknowledge and Address. I need you to acknowledge the existence of the dynamics of power
and competition, the black-white paradigm and a multiracial paradigm, the hierarchy of oppression,
unresolved issues over power, and different approaches of doing the work, and for us to fully address and

lessen these dynamics with integrity, openness, and honesty, and by remaining accountable to each other.

Learning Community. I need us to check egos at the door, to cut people slack, to acknowledge our own
complexity, to seek the non-obvious answers, to share our victory stories, to test our assumptions, to share
our progress with others, and to continue to lead and direct each other toward action.

Collective Process. I need us to trust the process and keep it transparent, to balance process and task,
to work through our conflicts, to stay with the discomfort, to identify tension points, to not withdraw, and
to raise our vision of our potential power to tackle structural racism interdependently.

And I am willing to give these as well . . .

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES | 24 |



the spoken and unspoken hierarchy of approaches?
How will communication work between groups? Will
you determine a lead organization? How? What will
be each group’s responsibility? What are the expecta-
tions about communication between the representa-
tives and their organizations? How will the process
support groups with differing resources? What does
your inclusive process of working together include?
Determine an issue for groups to work on together:
Identify the racial implications of the issue. What does
this group want to accomplish in five years regarding
this issue? How does each organization work on the
issue or how would they like to work on the issue?
How do the organization’s strategies build on each
other? How do they conflict with each other? Does it
make sense to stage the strategies? Do the strategies
lead you to achieving your five-year outcome? How
do the groups want to communicate with each other
regarding their work? Will the group go public—how?
Who will serve as messengers to the public? What
will be the mode of communication? What will be the

ramifications of going public?

LESSONS LEARNED FROM THE
COMMUNITYWORKSHOPS

COMPREHENSIVE ASSESSMENT

The facilitation team needs to conduct a compre-
hensive assessment step. This assessment should
include learning about past ways organizations have
worked together, both successful and challenging; how
organization leaders speak of each other’s work; and
finding out the tensions and issues in the community
as well as between organizations.

OUTREACH

It is important for foundations or other convening
groups to spend time on outreach. Share the premise
of the meeting, so individuals can begin to think about
the potential of the concept of working interdepen-
dently on community issues and having discussions
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both internally and externally with colleagues. The
foundation partners that invested time in outreach
learned how it contributed to participants’ readiness
for the discussions.

MULTIRACIAL CO-FACILITATION TEAM
For this type of workshop, a multiracial co-
facilitation team is needed. Facilitation at three
of the four community workshops was carried out
solo, which created some challenges considering the
workshop design and group dynamics. It is better to
have co-facilitators, preferably people familiar with
the dynamics of the community but who do not have
significant relationships with the race relations and
racial justice organizations in that community. The
facilitators should not be perceived as advocating for
any particular approach, and should not have any

personal agenda with community members.

READINESS FACTORS

Though the workshop provided a helpful process
to start a conversation, learn a concept, network, and
discuss the possibilities of working interdependently
together, it did not completely meet each community’s
needs. In the next chapter, the factors for organiza-
tions’ readiness to have this discussion are shared, as

well as ways to respond to these factors.

FOUR COMPONENTS

If a community of race relations and racial justice
organizations wants to discuss working interdepen-
dently, the workshop design is not critical, but the

four components described above are.

TIME

Eight hours is not sufficient time to have a discus-
sion that will lead to a plan for implementation. It
may work better to have these discussions in regularly
scheduled meetings over a longer time period, to allow

for more in-depth conversations, sufficient time to
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address tensions, and time for internal organizational
buy-in of the process.

CASE STUDIES

It is helpful to have case studies on issues that are
not too “raw” for the participants and are not current
issues. It is best to work at the abstract level first, that
is, with a hypothetical example to see the process at
work, and only then to move on to a current and/or
“hot” community issue.

GRANT FUNDING PROCESS

One of the major means of obtaining resources—
grant funding—is very competitive and encourages
organizations to promote their uniqueness and explain
why their approach will have the most success. This
can create some tension among organizations. The
grant funding process needs, instead, to promote
collaboration and cooperation and encourage orga-
nizations to show how their work fits into an overall
community change effort. There may be alternative
methods of fundraising that may better support
an interdependent work relationship. Discussions
about alternative methods to grantmaking occurred
in April, when the organization INCITE sponsored
the conference, “Revolution Will Not Be Funded” in

Santa Barbara, California.’

FOUNDATIONS’ ROLE

It is also important to work with local and
national foundations to discuss their RFP process
and how foundations can support an interdependent
approach to addressing racism. Four years ago, the
Charles Stewart Mott Foundation provided a grant
to Rainbow Research in Minneapolis, Minnesota, to
study and make recommendations on how commu-
nity foundations can play a role in improving race
relations and undoing racism internally and exter-
nally. Rainbow Research concluded in its report that
community foundations are well-equipped to make a
difference, based on their mission, their relationships

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

with people from all segments of the community,
experience in convening groups, awareness of the
community’s challenges, solutions, and grantmaking
resources, as well as their basic program conceptual-
ization and evaluation skills.!! This year, in a report
entitled Short Changed, the Applied Research Center
discussed ways foundations concerned with social
justice have supported these efforts and made these
recommendations:

Make racial justice an explicit funding category—to
help refine an understanding of racial justice work
and ensure support for effective racial justice efforts.

Setracialjustice criteria forselecting grantees—criteria
for selecting grantees should include sustaining the
leadership of people of color.

Invest in and prioritize capacity building—to develop
the capacity for organizations to raise a larger propor-
tion of their budget from other funding sources.

Differentiate between individual acts/attitudes of
prejudice and institutionalized racism, and prioritize work
aimed at systemic change—addressing the disparate
outcomes that result from supposedly race-neutral
public policies and private sector practices.

Support research to identify model racial justice
wnitiatives—It is important to not only understand
the successes, but also unpack the key challenges to
engaging in racial justice work."?

REPLICATING THE FORUM
PROCESS

WE NEED TO UNDERSTAND OUR OWN
WORK AND ITS ROLE IN COMMUNITY
CHANGE.

One resource provided at the National Forum was a set
of organizational reflection questions (see Appendix II).
For many organizations these questions resulted in new
discussions with key stakeholders, and they led others
to consider whether their organizations’ strategies were
aligned with their proposed long-term outcomes. Several
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practitioners at the national How-To Forum commented
about the benefits of using this resource:

“Taking time out to reflect and deconstruct
helps organizations gauge if they are meeting
their goals, understand whether or not their
assumptions are still relevant, and clarify their

roles in an ever-changing environment.”
— John Landesman, Senior Associate, Study Circles
Resource Center, and Director of Study Circles for the

Montgomery County Business Roundtable for Education

“Reflection questions [were] timely and very
beneficial to examining our work past, present,
and future. It was an opportunity to ask the hard
questions: Are we making a difference through
our work? Are we truly making ‘change’ or is
our work not change, but merely ‘more of the
same’? Where do we need to change? What do
we need to do differently? My staff and I went
through the questions debating our responses;
challenging our notions of the work; listening to
our critics; and examining our original charter

and philosophical and theoretical foundations.”
—  Jesus Trevino, Associate Provost for Multicultural
Affairs, University of Denver, formerly with Arizona State

University

“The questions provided us the opportunity to
do several things. First, they provided us with

a very structured way in which to examine our
approach to the work in our community. Second,
they invited us to explore our own level of
understanding about our approach. Third, they
afforded us the opportunity to share in a deeper,
more meaningful way our personal experiences
and perspectives on the issue. Fourth, they
enabled us to recognize that other approaches to
the work exist.”

—  Saadia Williams, Executive Director, Race Relations
Center of East Tennessee, formerly with Knoxville Project

Change

Beyond understanding our work and its role in
the community change process, the questions provide
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an opportunity to reflect on aligning our values, our
programs, and our messages, and to think about some
organizational internal checkpoints. Some additional
reflection questions to consider include:

< Are those of us in the field of racial justice

reaching the outcomes we want?

«» What are the barriers we face, and where are there
gaps in our work, and how are we responding to
them?

<% What are the variables we consider when deciding

which strategy to use in the change process?

<% What is the accountability process within the
organization? What are the roles of our board,
clients/participants, and the community we

support in our accountability process?

< What is our evaluation process and how do we

know we are reaching our short-term outcomes?

< What is the process for assessing whether we
should work on a particular issue or with a
particular organization?

2

« What skill standards and principles have been
created for staff, contract workers, and volun-
teers?

WE NEED TO UNDERSTAND EACH
OTHER’S WORK AND ITS ROLE IN
COMMUNITY CHANGE.

Participants made many generalizations about
each other’s work based on particular methods—
“dialogue,” “training,” “community organizing,”
“healing,” and “advocacy”— which led some to
assume a level of quality or impact with their work.
One of the components of the workshop is to have
organizations meet by cluster of approach (more infor-
mation in Chapter 5), to begin unpacking why they do
what they do and their impact in the community. This

process of having each organization meet individually
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by cluster, and then collectively, increased people’s
understanding and appreciation of each other’s work,
and also broke down stereotypes. Building these rela-
tionships can lead to accountability between groups,
an important part of working collaboratively.

During the workshop, participants worked on two
case studies, and asked how each organization would
respond to the situations in those case studies—how
they would use their programs to address those
issues. Participants then asked, “How would these
interventions overlap, support, or complement one
another to achieve the larger goal?” These questions
created some struggle, since participants were still
building relationships and trust with each other and
the misconceptions about the work still remained
an underlying issue, but many light bulbs went on.
Many participants began to understand potential
bridges between the work of different groups, which
they had not noticed before. With the insight of new
possibilities, conversations began on how they could
work together on community issues.

In some communities, tension exists between
groups based on a verbalized hierarchy, and in other
communities, it is not verbalized but still present.
Typically, those using the institutional approach are
considered at the top and to be “doing the real work.”
This was a conversation that many wanted to get to in
our discussions because of the importance of having
this perception fully addressed and to not minimize
other approaches until their impact is understood in
the context of community change.

At the national How-To Forum, the discussion
about hierarchy centered on two questions: (1) Are we
working on the common vision of dismantling struc-
tural racism? and (2) For me to work with you, I need
to understand — Will your strategy help us get to our
common vision?

To be most effective, additional research and
discussions across approaches need to be conducted
to answer the following questions:
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<% What constitutes effectiveness in tackling struc-
tural racism?

2

«» What are the indicators of success?

< How can we support each other to increase the
effectiveness of our approaches leading to insti-
tutional change, especially when using individual
and intergroup strategies?

< Would it increase our effectiveness to stage
different approaches in the change process? What
type of assessment is needed to do this?

Sally Leiderman, of the Center for Assessment
and Policy Development, outlined the following key
areas of tension that occur between organizations that
use different approaches:!?

« Some believe each approach has a place in
community building work: “starting where

people are.”

<% Some believe particular analyses and approaches
encourage collusion with the status quo more
than others (and thus not all have a place in the

spectrum of approaches).

< Some believe it is important to “lead with race”—
that there is a hierarchy among “isms” (and some
do not).

<% Some believe the personal transformation
approaches are a necessary piece of any work on
structural racism, though not sufficient. Others
believe this approach does not contribute to the

work.

< Some believe there may not be an either/or
response, i.c., there is some evidence regarding
the benefits of using multiple approaches applied
at different times.

< Each approach has fans and detractors.
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« There is limited (or no) rigorous evalua-
tion evidence to speak to the effectiveness of
methods.

Participants consistently became stuck on their
differences in philosophies and beliefs. After an
intense discussion in one group, the question, “Who
gets to create the standard?” was posed. One under-
lying issue was finally articulated in one of the work-
shops: “I don’t want anyone to impose on me that
I cannot do this work until I get to a certain point.
As long as you are on this journey, you do what you
can do to make a difference.” This statement shows
the balance that needs to be shaped by a community
of race relations and racial justice groups: the need
to create an accountability structure that includes
giving feedback, developing indicators of success,
and learning when our approaches work best in a
community change process, while also being open to
individuals and organizations deeply committed to
working on these issues who may significantly differ
in their approaches, analysis, or experience working
in a community or just beginning to understand the
complexities of racism. Will they be written off for
being different, or too radical? Will the community
embrace their passion and commitment and support
their learning?

At a Council of Foundations meeting in May
2000, a panel of leaders spoke about the need for
more leaders who could bridge the traditional bound-
aries of race, class, gender, and sector. Five founda-
tions responded to the call and hosted a forum in
California, inviting 15 leaders from across the state.
They met to discuss several questions, from “What
is the vision for change?” to “How do we broaden
and sustain this work?” The following are a few of
their insights that may be relevant as we think about
working as a community of race relations and racial
justice organizations: '

“. .. the history of leadership in change
movements has often been from the stance of
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‘against’ and that as leaders themselves, there
was a need to move beyond ‘againstness’ toward
a clear sense of vision.”

“...abroader collective ‘visioning of systemic
solutions’ that made no assumptions that what
they held strongly to in the past was actually
true. That all of our assumptions needed to be
unpacked and held up to scrutiny in light of the

world we currently live in.”

“There was [is] much work around the traps
of the current models of change that many
have accepted while knowing at our core that
they are flawed. “We are prisoners of our own
orthodoxies.””

“Nonprofit action has been contained in very
small efforts that are painted as models or pilots
within the system of bringing the efforts to a
scale that would actually create systemic change.
Now is the time to do some ‘heavy thinking’
combined with resources from all sectors to bring

the systemic solutions to scale.”

“A cry for accountability . . . a call for all sectors
to undergo an inventory of how they perpetuate
injustice, and how they could better support a
positive social movement. First among these was
urging foundations to look at how their practices
move the attention [of] Executive Directors and
programs away from their passion and purpose

toward chasing the dollar.”
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WE NEED TO UNDERSTAND HOW
RACE, POWER, AND PRIVILEGE PLAY
INTO WORKING TOGETHER ON THESE
ISSUES.

In these workshops, one pair of issues—race and
power—was the “invisible elephant” in the room:;
there was little discussion of how these issues may
play out in a collaborative process. Participants raised
other related issues—the difficulty of communicating
across racial lines, power dynamics between long-
term residents and new residents, resource allocation,
accountability to the community, internalized racism,
white privilege, etc.—but not always in the context of
how they impact working together.

Short Changed, the recent report by the Applied
Research Center, states: “Foundation giving to
communities of color has increased in recent years,
though it has not kept pace with overall increases
in philanthropic support. As a proportion of total
foundation giving, grants to communities of color
fell from a peak of nearly 10 percent of all grants in
1998 to seven percent in 2001.”*> Organizations that
are predominately white are typically larger and have
more resources. How does a community of organiza-
tions address this disparity when it exists? How do
predominately white organizations make decisions on
partnering with predominately people of color orga-
nizations on specific issues, supporting those organi-
zations’ work, and sharing resources and access, while
questioning the disparity with foundation giving?
What is our accountability to each other?

White people who work on race relations and racial
justice face a challenging and frustrating journey
which can play into the dynamics of working together
across racial lines. A group of white antiracist activ-
ists who participated in one community workshop
discussed how their white privilege was playing into
these discussions, and had these insights to share:
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“It is really important for whites doing antiracist
work to understand what motivates us and what
our values are and to share that with other whites
so that we can appreciate each other’s whole
selves as well as our work. Without that, it is
unfortunately easy to fall into mistrusting each
other’s motivations and into judging each other’s
work and approach. It is easy to feel as if certain
approaches are more valued than others, which
then sets up dynamics of mistrust, ranking, and
competition—all of which are characteristics of
white culture. It is critical that people are honest
with others and that we take the time to have the
difficult conversations, not making assumptions
or jumping to conclusions about where people
are coming from. Doing this work with each
other as whites really means taking the time to
build and honor relationships with each other,
across different styles of work and approaches.

We cannot build a movement without this.”

White privilege plays out in the collaborative
process in various ways. For those of us in the field
who are white, including this author, our responses
may include ensuring that we are labeled as “one of
the good white people”; or marginalizing those whites
who are just beginning their understanding of the
complexities of racism; or withdrawing when opinions
are questioned or there is conflict; or interacting only
with people of color and only developing relationships
with whites who pass a litmus test. It is important for
whites to be aware of the traps we may fall into,'” and
how they can impact the collaborative process. It is
important for us to first ask our white allies to hold up
the mirror to our actions and to support each other. It
is also important for us to develop ally relationships
across racial lines. Whites need to set norms with our
[white] allies: to challenge each other’s behavior, to
share our learnings, to be willing to stay in relation-
ships with each other, and to take responsibility for
our actions.

People of color were challenged by their own set of
dynamics in the workshop discussions. One issue was
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the discussion around the black-white paradigm, even
though the communities had diversified significantly.
A difficult discussion among people of color concerned
“whose pain is worse.” In another community, people
of color who were not African American became
invisible, or were discounted when they contributed
to the discussion. And yet in another community, the
newest residents of color received the attention, and
the African Americans, who had been members of the
community longer, were marginalized. Gary Delgado,
executive director of the Applied Research Center,
who recently completed a study entitled Multiracial
Formations: New Instruments for Social Change, points
out how these dynamics play out, specifically between
the two largest minority groups in the United States,
African Americans and Latinos:

“This competitive model is often based on the
notion that there is only one ‘pie,” and a larger
piece for one group automatically means a
smaller piece for another group... [they] are often
in competitive conflict over a number of turf and
power issues, including: differences in access

to political power, competition for resources,
ideological differences, division within racial
groups, and difficulty of accommodating new
ethnic subgroups within the racial construct of
‘Black’ and ‘Latino.” 18

Our challenge working across racial lines is to
create an inclusive process respectful of all races
and other identities, with a strong commitment to
holding up the mirror, and a clear understanding of
the history of oppression and how it plays into setting
up a hierarchy of oppression.

One topic that usually comes up in polite conversa-
tions among individuals who use different approaches
is the definition of racism, or more specifically, each
individual’s racial analysis. This question is used to
actually learn about another person’s awareness and
politics regarding racism. It is important to think in

advance about how you respond to someone who has a
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“The challenge is to recognize that immigrant
rights include racial justice and vice versa.
Otherwise we narrow the cause of racial justice
by relinquishing arenas of human, social,
cultural, economic, and political rights that
also derive from the struggles of immigrant
communities. Equally, if we ignore the racial
Jjustice dimension of immigrant rights, we
underestimate the tenacity of racism and risk
losing strategic allies to those who scapegoat
immigrants at the expense of the rights of
people of color. Finally, the demands of our
communities will be short-lived if they are
gained at the expense of any other community—

citizen or non-citizen.”

—Arnoldo Garcia, National Network for
Immigrant and Refugee Rights

different racial analysis. Will you dismiss that person?
Will you try to convince the person that your analysis
is right? Will you invite the person into a dialogue?
This polite question is sometimes used to assess
where someone is on their journey in understanding
structural racism. Our response to our colleagues is
sometimes to write them off, and not give them the
opportunity to learn, to be challenged, to understand
new practices.

There is sometimes a contradiction within this
“dance.” The methods we use to introduce people in
our communities to the concept of racism (usually
for a relatively short period of time) may openly
encourage dissonance and provide a space for them to
embrace these new concepts, and it is often hoped that
their response will be to work on changing ingrained
behavior and/or attitudes. Yet on other occasions,
while discussing these issues with colleagues already
invested in the work, we may choose to walk away or
refuse to work with someone if we don’t agree with the
individual’s analysis.

This is hard, complex work, which also involves

our emotions, our past experiences, and our egos as
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well as our commitment to be effective. Many of us
say that doing this work is like being on a journey
where one travels to different places with no final
destination in sight, just milestones and setbacks.
How we work with each other sends a message about
how our practices and interactions are aligned with
our beliefs. Our rationale in deciding not to work with
others who follow different analyses or approaches
may make a lot of sense—it may seem reasonable in
the short term because it is based on past history with
an organization, or based on frustration, or just based
on protecting oneself. But in the long term, are our
values and practices aligned?

I can only speak from my own experience—the
groups I have belonged to, places I have worked,
and gatherings I have attended in my 17-year history
working on dismantling racism. I have been in
situations where my work and analysis have been
judged by my colleagues, and I have also judged my
colleagues’ work and analysis. There have been times
when I have chosen not to work with others based on
my conclusions about their work. For me, what plays
into my judgment varies: some of it stems from the
difficulty and complexity of this work and having
high expectations that someone is going to have my
back; at other times it is marginalizing those who
are at a different place so I can keep my “good white
person” label; and at still other times it is just based
on misconceptions or apprehension about developing
a working relationship.

I ask myself as I ask the reader: “Are the values
implicit in our work aligned with our practices? Are
we modeling the behavior we practice in our commu-
nity? How do we want to be allies with each other
doing this demanding and complex work? Are we
willing to stay in relationships with each other as long
as we are mutually agreeing to continue our learning
and be challenged by each other?”
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WE NEED TO UNDERSTAND THE
DIFFERENT WAYS OUR WORK CAN
CONNECT US TO ONE ANOTHER.

There are several ways we can establish relationships
with each other:

Collaborative: A group of community leaders who
use an inclusive strategy to establish shared goals and
agree to use their personal and institutional power to
achieve them.

Partnership: Some feel this is similar to a collabora-
tive but it has more of a legal connotation, and may
feel more exclusive than inclusive.

Coalition: A group of individuals and organiza-
tions, typically of like mind, who share a common
goal and are involved in campaign-like activity with
at least two more entities that agree to take action
together.”

We advocate more for organic collaborations than
those forced by funding or a crisis. Part of working
interdependently is simply about communication and
support. Organizations may want to consider imple-
menting in their communities the following ideas,
which can help create a solid foundation of working
better together:

< Sharing a calendar of events and inviting other
organizations to attend events

<% Sharing what your organization is doing and
future plans

<% Being transparent in who you are working with
and your funding

< Sharing strategies for specific issues/crises and
thinking through how each strategy may connect
with all the others

2

< Sharing with others what you heard about their
work from other community members—both the
good and the bad
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« Letting another organization know that when it
uses a specific strategy, this is how it affects your
work.

When organizations work together it is important
to consider the actions that provide more strength by
acting collectively. For some organizations, working
together provides the political cover to take risks they
normally could not take. Others may not be able to
participate but can play another role in supporting
the effort.

The Center for Assessment and Policy Develop-
ment’s Some Thoughts About Public Will report is about
“public will” work, creating strategies necessary to
alter public feeling and action. The report shares
several lessons, including this:

“More ‘radical’ or ‘fringe’ groups within a
movement can be used to strategically place

a problem within the public debate. In effect,
having both confrontational and mainstream
advocates allows decision makers (at the policy-
making level) to view mainstream options as
palatable when weighed against the costs of the
‘radical’ ideal. For example, the AIDS movement
uses ACT-UP to bring attention to its causes,

but uses other, less vocal groups to negotiate
with government and the research community.

.. In general, the study of successful American
[United States] social movements also indicates
that with respect to creating political action,
having both confrontational and mainstream
groups allows fence-sitting constituents to see
the mainstream group’s ideas as palatable. . .This
helps to make a social movement successful
because without the fringe group, fence-sitters
might see the mainstream group as too radical.”?

This strategy may work well in your community.
Accountability between organizations is crucial for
this practice towork. One trap is that mainstream orga-
nizations may create a too-palatable strategy and may
miss an opportunity to be a catalyst for change within
an institution or the community at large. Another
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trap is for “radical” groups to be marginalized to the
point of being ineffective in different circles within
the community. But with a clear understanding of the
potential traps, using this strategy is another way to
think through ways to leverage different organiza-
tions’ assets and to catalyze an issue in a community.
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Chapter 4

level of readiness for WO I‘klIlg
Interdependently

In this chapter, we explore the stages of readiness, some ways to support organizations in

each stage, and tips for moving forward toward implementation of the process.

‘ J: T hen planning the workshop in the four commu-
nities and discussing the different race rela-

tions and racial justice organizations with foundation
partners, one question was not asked: “Are the orga-
nizations in this community ready for this discussion
about working interdependently?” What does being
ready mean? We assumed that if the workshop was
about working together better, then of course organi-
zations would be interested. While generally everyone
was interested in learning what is possible and how
the process might work in their community, each
group of community organizations was at a different
stage of this discussion. As mentioned in the lessons
learned, the assessment process was one step that
needed expansion; this could have led to workshops
being designed based more on the individual needs of

each community.

STAGE 1: CREATING AN AWARENESS
OF ORGANIZATIONS

In one of the forum communities, organizations were
just not aware of each other’s work. Interactions, prior
to the workshop, were based mostly on issue areas,
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rather than similar approaches or even geography. It
would have been more appropriate to provide a process
for these groups to get to know each other’s work and
build relationships between the representatives. At
the end of the workshop, when discussion progressed
about next steps, people struggled, because there was
not basic trust in the group; to ask for further invest-
ment seemed premature. Fortunately the community
has two groups that serve as conveners; these groups
can bring people together to build trust, create prin-
ciples of engagement, and discuss how they want to
work together on different community issues.

HOW TO RESPOND:

Learn about each other’s work, understand other
organizations’ strategies and outcomes, and then
begin the more difficult discussion of how one’s own
work impacts others.

It is helpful if an umbrella organization exists in
a community and would be in the position to convene
the groups, or if a local foundation wants to be a
partner or provide support to such a gathering. One
option is to host socials so people get to know each
other informally. Outreach is an important step in the

JoiNnT CENTER FOR POLITICAL AND ECONOMIC STUDIES



CULTIVATING INTERDEPENDENCE: A GUIDE FOR RACE RELATIONS AND RACIAL JUSTICE ORGANIZATIONS

Community Readiness

» Community Change

Stage 1 Stage 2 Stage 3 Stage 4

Creating an Developing Moving from Implementing an

Awareness of Relationships Abstract Theory to | Interdependent

Organizations between Real Practice Process
Organizations

process to build relationships and trust, and to pose
the possibility of working interdependently on race
relations and racial justice work in the community
before asking people to make a commitment to attend
meetings.

The next step would be for people to share their
workwith others. It maybehelpful foranindividuals(s)
to take responsibility for compiling information from
different groups, facilitating short organizational
presentations, or using some of the Organizational
Reflection questions (see Appendix II) as discussion
starters. At this early stage it is important to establish
a set of norms. Some groups may be reluctant to share
much information about their work for proprietary
and intellectual property reasons. Establishing norms

and building relationships may help lessen the fear.

TIPS:

R

< One of the first questions each community
struggled with was who to invite, and who gets
to choose who to invite. It is important to keep
the invitation process transparent and open. The
recommended criterion is to invite community
organizations that work specifically on race rela-
tions and racial justice. This led to other ques-
tions: Should we invite consultants/businesses?
Individuals not affiliated with an organization?
Organizations who are allies on this issue but
do not specifically work on race? It may be best
to keep things open in the beginning and then
groups and individuals can self-select based on
their needs and interests.

JomnT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

Lessons From the Concord

Organizations*

Promote Overarching Values— Find and
continually enhance overarching shared values.
The first task is to get to know individuals...

and share beliefs about bridging.

Balance Bridging and Bonding Values—Do not
avoid conflicts; contextualize them together.
They help people to hold several competing
views of the same problem simultaneously, and
to keep the shared view in the ascendancy in
their organizational work.

« It may be helpful to identify individuals who are
bridge-builders and may represent a different
approach, and have them meet with representa-
tives one-on-one to encourage participation in
the meetings.

< Set an inclusive tone—be conscious of the power
dynamics and how they may play out in these early
meetings. Some things to consider are: Where are
the meetings held? What is the time investment
required for these meetings (especially for orga-
nizations composed mostly of volunteers)? What

information is being requested from each group

*  Throughout this chapter, 10 lessons from the Concord
Organizations are shared in the highlighted boxes. Concord
Organizations provides a process for people from antagonistic
communities to pursue common goals. One hundred such
organizations working in Northern Ireland, South Africa,
Israel, and the United States are cited in The Concord Hand-
book by Barbara J. Nelson, Linda Kaboolian, and Kathryn A.
Carver, pp. 14-18.
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(pamphlets, Web pages, etc.)? Are the meetings
translated? Who is leading the process?

2

« Ask organizations to send more than one
member if possible. One person may build trust
with others, but there may still be resistance
to working together from other organization
members. Discuss expectations of organizational
representatives’ responsibility to share informa-
tion about the meetings with colleagues in their

organization.

< It is helpful to have co-facilitators who represent
different racial and ethnic backgrounds and who
are knowledgeable on race and power issues,
skillful in illuminating tensions, and can set a tone

which is welcoming, inclusive, and flexible.

< Set a goal. People will stay involved if they feel
that their time commitment will lead to action.
Participants will need to decide how they want
to balance creating an inclusive process, building
relationships, and discussing work on specific
community issues. Part of the group’s struggle
will be to identify indicators of success, so there
is group consensus before moving on to each
subsequent stage.

STAGE 2: DEVELOPING RELATION-
SHIPS BETWEEN ORGANIZATIONS

In another forum community, the organizations
had an awareness of each other, and some had actually
worked together on issues, but there was tremendous
distrust. In this case, the workshop agenda was placed
on hold to provide a space to discuss some of the
tensions. Though it was a difficult and painful discus-
sion, the individuals present took tremendous risks
and had the courage to finally name some of the issues.
They began to listen to each other and understand
that their awareness of each other’s organizations was
based on some misperceptions and misinformation,
and also represented philosophical differences about
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Lessons From the Concord

Organizations

Prevent Proselytizing—An individual’s
commitment not to proselytize demonstrates
a profound and concrete recognition of the
legitimacy of the people who hold views
fundamentally different, and often in
opposition, to one’s own. The self-restraint
involved in not proselytizing becomes a
basis for a larger social practice of restraint,
listening, and efforts at mutual problem-

solving.

Avoid “Gotcha”—“Gotcha” is the practice of
highlighting to others another community

or organization’s failures. Organizations

avoid this practice because it undermines the
inquiring, learning culture of concord work.
People in concord organizations are committed
to engaging with those in opposing camps even
when this causes some pain and frustration.

how to do the work. As we know, a one-day workshop
never provides enough time for these types of intense
discussions, but some participants continued to meet
to reach further clarity and understanding.

This type of tension may look different in your
community. It may be based on previous working
relationships that did not work out well, perhaps
some organizations that have decided not to work
with others because they have a different analysis,
or the perception, real or not, that an organization is
colluding with the system and that its strategies are
therefore suspect. It may be due to competition for
funds and clients, or based on past incidents involving
organizations using each other’s materials without
permission. This is a difficult place to be, because
the risk of investing in a discussion of working
together may seem far higher. In many ways, though,
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Lessons From the Concord

Organizations

Establish Rules of Engagement-Organizations
begin with well-stated democratic decision-
making mechanisms, with specific attention to
leadership transition and basic mechanisms of
solving future conflicts.

Learn to “Not Understand” and to “Not be
Accepted”—Promote awareness that complete
understanding of and acceptance by the “other”
is neither likely nor necessary.

it goes back to the strategies that many organiza-
tions promote in their work-building relationships:
working through differences, finding common values,
encouraging open and honest communication. So we

need to ask ourselves, are we walking our talk?

HOW TO RESPOND:

It is important to create a set of principles of engage-
ment, though they should remain organic as the group
moves through the tension. In each workshop, the
participants identified what they needed from each
other and what they were willing to give to have a
discussion about working together interdependently
(see page 24).

Again, it would be helpful for an umbrella orga-
nization, an organization known for building coali-
tions, or a local foundation to convene the groups.
It is important to note that some individuals may
be apprehensive about having a foundation present
at a meeting where tensions between groups will be
discussed. A foundation’s involvement should be
worked out in advance, to create an environment
where individuals can speak honestly and candidly
without fear of retribution.

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

TIPS:

< It may be helpful to have facilitators skilled in
mediation who are able to encourage participants
to raise any assumptions they may feel apprehen-

sive about sharing.

< One of the mantras for many training programs
is, “If you are not uncomfortable, then the
workshop isn’t successful.” It may be important
to remind participants that part of the work is
moving beyond the comfort zone. It is also impor-
tant to keep in mind the racial implications of
this tip, for some people of color will assume this
is when white people will shut down and leave
the room. It is important for white people to be
open to a range of emotions. And if they decide to
walk away, is it based on the need to control the
situation? It is everyone’s responsibility to create
an environment that is respectful, encourages

learning, and allows for mistakes.

STAGE 3: MOVING FROM ABSTRACT
THEORY TO REAL PRACTICE

In another community, participants were willing to
talk about the abstract concept of working together
across clusters, but had not accepted that this process
would work in their community. One workshop exer-
cise asks participants to work on a case study together
(see workshop design in Chapter 3) and explores what
might be accomplished if organizations contribute
their expertise to addressing a community issue.
This is when the rubber hits the road: participants
began seeing how this might or might not work. For
some this was exciting and showed much promise; for
others it was overwhelming to think about actually
implementing a plan. This group raised a question for
the funders present: Would they be flexible enough
with their grantmaking to support this interdepen-
dent process?

Resources were viewed as a major barrier for

groups moving from theory to practice. Some groups
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Lessons From the Concord

Organizations

Recognize and Reward Investment— People
involved in organizations understand the long
historical time frames of their conflicts and

are realistic about the kinds of efforts needed
to bring about change. Their organizations are
formed as “banks” that hold and reinforce their
often-fragile visions for a better shared future.
They cultivate hopefulness.

Acknowledge and Receive Legitimacy—
Provide mechanisms of legitimization,
recognition, and respect on a personal level.
They refrain from using words that incite those
from other communities, paying attention to
the balance of viewpoints presented, developing
vehicles for the expression of community
viewpoints, and having an organizational
culture that allows people to change their
minds.

had completely volunteer staff, others had only one
or two staff, and others were struggling just to pay
the bills. For this workshop, some organizational
representatives gave up a lot to be present; some were
volunteers who took a vacation day from their regular
jobs to participate. Logically, it may make sense
for smaller or volunteer-run organizations to work
together with other groups to take their investment
further. Working together takes significant front-end
work and time and involves building relationships,
working toward consensus, and creating an inclusive
meeting process which can be overwhelming when
there are no immediate results.

Even so, these elements of working together are
the key components of some organizations’ typical
community work. Again, we can ask if we are walking
the talk. Are we willing to make an investment with

each other? How are we willing to help organizations
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with fewer resources participate? How are we willing
to address scarcities and disparities among organiza-
tions? Another question to raise is the role of founda-
tions as partners in this process, 1.e., as providers of
resources so groups can do the front-end work. And
the ultimate question that needs to be answered is
whether this investment in building interdependent
relationships will really improve the impact we can
make on mitigating the effects of structural racism in

communities.

HOW TO RESPOND:

It is helpful to first have a discussion in the abstract,
using a case study with an issue that is not a hot topic
for your community. This will help raise issues for
discussion, before moving to consider an immediate
issue in the community, an issue that may raise a
different set of emotions and baggage.

Outside co-facilitators would again be helpful in
this stage to continue to raise issues and help balance
process and tasks. Since groups are at a stage where
they are willing to work together, it will be impor-
tant to have some logistical discussions on hosting
meetings, communicating information, deciding on
attendance expectations, and determining levels of
involvement and types of contributions, especially
keeping in mind the different sizes and varying
resources of organizations.

TIPS:

R

< This is a good time to learn about each other’s
theories of change. Each group will need to decide
for itself if it will continue to work with other
groups who have different theories, definitions of
racism, and analyses. It is important for groups
to determine if they want to be in a learning
community with each other, are willing to be
open to differences when it comes to definitions
of racism and analysis, or want to work only with
organizations that are in consensus about their
theory of change, definitions, and analyses. Part
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“Many scholars point to conceptual challenges
or barriers to building meaningful multiracial
coalitions. Perhaps what is most important
about this body of work is the fact of its
existence. Its existence demonstrates a need for
a paradigm shift in both defining oppression
across racial groups and in identifying the
policy reforms that must occur to create a
paradigmatic shift in structural arrangements

»

that support and reinforce racial stratification.

— Maya D. Wiley, Structural Racism and
Multiracial Coalition Building **

of this interdependent process is acknowledging
the differences between approaches, and making
space for each of them by understanding their

critical roles in the change process.

<% Part of starting this interdependent process
means also considering how to sustain it finan-
cially. Organizations may want to consider
discussing a partnership with a few foundations
or businesses, to support a cadre of organizations
working on a specific community issue. It would
be helpful to receive support for basic meeting
costs like translation, child care, etc. Obviously
when money enters into this type of discussion
it alters the dynamics and can further increase
tensions. It is important to have a discussion
about organizational contributions, how money
will be used, and who will coordinate distribu-
tion. People sometimes view money supporting
one project as money being taken away from
them. Though there may be some level of truth to
this, it is important to consider that this invest-
ment will provide benefits to many organizations,
and supports the bigger picture of creating a

sustained, multi-layered action plan to address

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

racial inequities as well as further each organiza-
tion’s ultimate mission.

STAGE FOUR: IMPLEMENTING AN
INTERDEPENDENT PROCESS

In another community, the groups pushed through
the agenda and wanted to move straight to imple-
mentation. Part of this was based on several groups
recognizing the need to pool resources and being
open to this strategy of working interdependently.
For a few, it was easier to have a “task” conversa-
tion than to have the longer “process” conversation,
which includes understanding each others’ work and
building relationships, but there was an interest in
finding a common ground for social change. Collabo-
ration is initiated in different ways: sometimes forced,
sometimes due to a crisis, and sometimes naturally.
When collaboration is forced or caused by a crisis,
process issues are sometimes put aside, though they
typically always return, and can stop work dead in its
tracks when they do.

Working together does not always have to be
formalized with a collaboration process. It may mean
communicating each other’s strategies to address
the issues, it may be supporting each other’s work

Lessons From the Concord

Organizations

Support Single-Community Work-
Organizations help individuals and
communities develop strong, positive, single-
community identities (same race or ethnicity

groups).

Develop Leaders—Develop leaders, in their
own organizations and in single-community
groups, who can maintain legitimacy while

encouraging engagement.
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by attending trainings or participating in a protest,
or it may be taking the time to give someone the
heads-up on an opportunity or a barrier. What ulti-
mately matters is shifting thinking to view groups
as a community of organizations creating a common
vision of tackling structural racism and supporting
each other to be as successful as possible, because
others’ success is imperative for maximizing the

impact of one’s own work.

HOW TO RESPOND:
Identify the issue to work on and share with each

other:

< What are the racial implications of this issue?

<% Whatdoyouwanttochangein five yearsregarding
this issue in your community?

<% How does each organization address or work on
this issue?

The collaborative process will be dependent on
how the groups are working together and if members
are taking responsibility for upholding the principles
of engagement, investing in the meetings as agreed
upon, and showing flexibility. The group may want
to consider some options for meeting facilitation:
choosing two co-chairs, or identifying two people
to facilitate meetings and two process observers to
insure an inclusive meeting process, or rotating co-
facilitators.

When implementation begins, more decisions are
needed, public affiliation with different organizations
may have repercussions, and if organizations did not
do their homework—having internal organizational
discussions about working together—then the process
can be sabotaged by organizations pulling out if they
don’t like the process and/or have not built sufficient
trust.
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“The challenges that organizers of multiracial
coalitions face are deeper than tensions over
scarce political and economic resources.

Case studies of local coalitions describe

how a multiracial coalition must not only
develop an approach to address the issue and
present viable solutions, it must also facilitate
relationships among various racial groups
within the coalition, negotiate language and
cultural barriers, implement a decision-making
process that accommodates the interests of
different groups, and develop an analysis that
will direct the coalition toward victory for all
parties involved.”

—Gary Delgado, Multiracial Formations: New

Instruments for Social Change

TIPS:

< Three other important questions should be
discussed: (1) How do the organizations’ strate-
gies build on each other? (2) How do they conflict
with each other? (3) How will the group respond
to these conflicts?

< Continue to address the territorial and competi-
tive issues among organizations.

< Focus on the big picture—addressing community
injustice. It is everyone’s responsibility to create
an inclusive process and it is important to take
time to determine long-term priorities.

<% Power dynamics can increase when implemen-

tation begins. If organizations do not do their

homework—having internal organizational
discussions about working together—the process
can be sabotaged by organizations pulling out
if they don’t like the process and/or don’t have
the relationships built. It is important for each
organization to let the full group know, “If this

action occurs, then we will remove ourselves from
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the process,” so everyone is clear about others’
bottom lines and agrees to adhere to them.

As communities of organizations move through
their evolving interdependent relationships, they will
need to regularly reflect on and assess how the process
is working and if it is meeting their objectives. It
will take diligence, commitment, and the belief that
working together across all approaches will lead to
stronger and more effective plans for tackling struc-
tural racism.

In one community, the Knoxville region, workshop
participants wanted to continue their discussion and
reflect on how collaboration had worked in the past,
discuss specific community issues and how each organiza-
tion can contribute to making changes, and begin thinking
about connections and staging of the work. Though time
was limited for this discussion (three hours), it provided an
opportunity to begin thinking about implementation of this
process. A committee was formed and they are continuing
to pursue work together. The meeting agenda follows;
handouts are in Appendix II1.
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Chapter 5

Approaches and
trategies

This chapter covers the three clusters of approaches—individual, intergroup, and

institutional—and the similarities and differences within clusters, based on participant

discussion.

ne lesson learned from the first How-To Forum is
Othat organizations must have clarity about their
strategies and the expected outcomes of their work,
and need to learn about peer organizations’ strategies
and outcomes. This was supported by both foundation
representatives and participants in the second round
of How-To Forums. When organizations lacked direct
knowledge or did not take the time to inquire about
assumptions, much of the tension between organiza-
tions seemed to be based on perceptions, some correct
and some not, of each other’s work.

SPECTRUM OF APPROACHES

The Spectrum of Approaches (see Appendix I) was
created after the first national How-To Forum; the
spectrum is based on a literature review, discussions
with colleagues, and the work of Ilana Shapiro.”? It
was created to encourage clarity in understanding
the different approaches, and to try to spell out each
approach’s strengths and limitations. It is not meant
to box an organization into a particular approach; it

| 47 |

is meant to challenge organizations to be clear and to
increase awareness about how each approach could be
leveraged in a community setting.

Part of the tension between groups is due to the
fact that some organizations move in and out of
approaches to meet residents’ and clients’ needs, in
some cases for financial gain when they know others
specifically use the approach, but many times because
they are unaware of other organizations that do this
work. This leads to conflicts and confusion. It also can
lead to the integrity of a particular approach being
challenged because it is not being used with a clear
understanding of its theory of practice, and because
it could potentially be misrepresented. (This is not
to minimize the need for organizations to meet indi-
vidual and organizational needs in the community.)
Dismantling structural racism is too complex and
multi-layered to think any single organization or
particular approach can have a significant impact or
all the answers. Those of us in the field need to think
about building alliances with organizations that
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Nine Approaches

< Anti-racism

« Civil Rights Advocacy and
Anti-Discrimination

< Community Building

R
0‘0

Conflict Resolution

2
0’0

Democracy Building

R
0‘0

Intergroup Relations and Education

2
0’0

Managing Diversity

R
0‘0

Prejudice Reduction

2
0’0

Racial Reconciliation and Healing

See Appendix I for more information.

specialize in a specific approach, instead of trying
to do it all, and in some cases doing harm. As the
community of race relations and racial justice orga-
nizations seeks clarity on others’ goals and outcomes,
we will also gain a better understanding of where our
approach fits into the process of community change.
Some claim there are fewer than nine approaches;
others may cast a wider net and include more. It
would be inappropriate not to acknowledge that
there are some nonprofits, companies, educational
institutions, and consulting firms that use these
approaches in what some have referred to as a “diver-
sity industry” that has taken advantage of changing
demographics, discrimination suits, and public inci-
dents for personal gain, with no accountability to the
community in which they are working. This reality
speaks to the need to establish a learning community
accountable to one another. Some in the field have
had the experience of entering an organization after
one of these types of groups provided services, and
then had to deal with the repercussions, which can

range from individual and organizational mistrust,

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

limited commitment, and apprehension, to (in some
cases) individuals’ painful reactions to the workshop.
It is important to think about how we as a community
of organizations can promote learning and account-
ability without setting up standards, which will always
lead to the question, “Who gets to create them?”

REFLECTION QUESTIONS

As a community of organizations focused on
addressing race relations and racial justice, part of our
responsibility is to give feedback, to establish indica-
tors of effectiveness, and to work with integrity and
accountability. Though our intentions may be good, it
is important to keep in mind that we do work within
the system of oppression and that we need to pay
particular attention to our impact in the community.
Paul Kivel, author of Uprooting Racism, has created
some reflection questions to help us understand the

impact of our work:?*

R
%

Where does the funding for your work come
from?

< In what ways does the funding influence how the
work is defined?

< How much time do you spend responding to the
needs of funders, as opposed to the needs of the

people you serve?

< In what ways have the staff of your program
become separated from the people they serve
because of: (a) the demands of funders; (b) the
status and pay of staff; (c) the professionalization
of the work; (d) the role of your organization in
the community; and/or (e) the interdependence of
your work with government agencies, businesses,
foundations, or other nonprofit organizations?

2

« In what ways have your ties with government
and community agencies separated you from the

people you serve?
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« In what ways have those ties limited your ability
to be “contentious”—to challenge the powers
that be and their undemocratic and abusive prac-
tices?

THE THREE CLUSTERS

“... human society is made up of three
interconnected and interdependent parts:
individual, culture, and social systems

and institutions, the ‘I, ‘we,” and ‘it.” They

are different aspects of the same whole;
consequently, one can’t be transformed for long
without the requisite changes in the other two.
Therefore, even if a society’s social systems and
institutions were transformed to the peaceful
paradigm, the change would not last without

a parallel transformation of that society’s
individuals and culture. Similarly, the good
society is unlikely to develop without individual
change because, outside of dictatorships, social
system and institutional change usually follows
personal and cultural change on the part of at
least some of the population. Finally, to achieve
personal and cultural change in society, social
activists have to lead by example, demonstrating

the desired alternative we seek.”?

—Bill Moyer, Doing Democracy

Collaborating with organizations in a community
effort using nine different approaches may seem
overwhelming, but it is much simpler when one real-
izes each approach focuses on one of three clusters:
individual, intergroup, or institutional. Take a few
moments and read the following descriptions for each
cluster and see which one resonates with you and

which one resonates with your organization:

INDIVIDUAL
We develop individuals’ competencies and knowledge
in one or more of the following areas:

< Different cultures’ rituals, holidays, communica-
tion patterns, etc.
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<% Prejudice, bias, stereotyping, early socialization

K2

«» Individual and institutional racism

Then, once there is a critical mass of individuals
who are more knowledgeable and skilled, organizations
will begin to be more equitable, which will lead to
improved race relations and more racial justice in our

society.

INTERGROUP
We bring people of different racial and ethnic identity
groups together to do one or more of the following:

<% Work to dismantle our stereotypes of each other.

< Build relationships and trust between each
other.

< Work on solving problems and conflicts together.

Then, once there is a critical mass of groups who
are working effectively with each other, organizations
will begin to be more equitable, which will lead to
improved race relations and more racial justice in our

society.

INSTITUTIONAL
We work in communities or organizations to do one
or more of the following:

.0

% Create more inclusive policies and change insti-

tutional structures

2
%

Initiate community organizing in neighborhoods

to work on specific issues

2
%

Educate people on the power analysis* of institu-
tions.

Then, institutions will begin to break down barriers
and, create more equitable organizations and policies and
then individuals will change their behaviors, which

*  Power Analysis: Identifying who holds the power on a partic-
ular issue, how decisions are made, and who the stakeholders
and decision makers are, and tracing the flow of power and
money among those that influence the decision. For more
information, visit the Highlander Research and Education
Center’s web site at www.highlandercenter.org.
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will lead to improved race relations and more racial
justice in our society.

Some organizations may find themselves working
in all three clusters at different times, but for most
organizations, the approach of a given organization
is typically centered on a single cluster. One question
we asked to help people choose was, “If your budget
were cut in half tomorrow, what would you continue
to do to promote change in your community?” Some
organizations actually have programs in each of the
three clusters. This may be based on the needs of the
community, for others it may be based on survival and
being able to offer a comprehensive program, and for
others it may be based on not knowing there were
other organizations in the community doing work in
other clusters.

Other organizations use strategies in a particular
cluster because they see this as the best entry point
for change, but its core program includes strategies
from another cluster. Those organizations with a
developed multi-level approach may be frustrated
about choosing, and therefore the question for them
is how they believe change happens. In the four work-
shops, participants struggled to answer, but it led
them to consider their organization’s core programs
and to begin to identify their organization’s theory of
change.

In all but one workshop, we asked participants
to choose their cluster using the criteria above. For
some this was very frustrating. For others it was
enlightening, since this was the first time they saw
this framework or the first time they thought about
how they could leverage each other’s approaches.
One challenge of having participants choose was the
discovery that some chose a cluster which did not
actually reflect their work in the community, based
on the organizational information they had already
shared. In two workshops, we asked participants to
look around and see which clusters the other partici-
pants had chosen, and asked if they thought those
clusters fit what they perceived as those organiza-
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tions’ work. Though participants were apprehensive
about sharing their answers, just asking the question
led some individuals to reconsider their choices. The
hierarchy of approaches was a major undercurrent in
each of these discussions.

During the workshop, participants spent time with
other organizations that self-identified as part of the
same cluster, to discuss similarities and differences in
their strategies and expected outcomes. Each cluster
shared its findings with the whole group, and then the
larger group asked each cluster of participants ques-
tions about its work. The intent was to begin to have
peer organizations separate facts from perceptions,
and provide a venue for asking difficult questions
about each other’s work. In a one-day workshop, it
was risky for some participants to ask the questions
since they were struggling with trust issues, and also
knew they would be presenting next. The questions
that were asked of different clusters included:

< How do you help someone heal?

< How do you bring together different groups to
work on an issue when the groups have different
standings in society and different perceptions
about racism? When you bring such people
together to talk, how far do you get, and is it
sustained?

% To what extent do we hold ourselves accountable
to the communities of color we represent? How

do we know we do?

« When you say you want to increase a person’s
respect for others, what does that mean, and how
do you do that?

< Can we change attitudes? What level of support
or influence do we need to provide to sustain a
change in attitudes?

« How do you create change in an institution? What
do you do to sustain the change?
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< How do you determine where your resources
are going to go when you use several different
methods?

% Working with individuals, how do you define
successful change? How do you decide what steps
to use and in what order?

Candidly sharing perceptions of each other’s work,
learning the impact of an organization’s work on the
community (real and perceived), and sharing feed-
back on strategies used can lead to an accountability
structure, a structure that organizations agreed was
needed in their communities.

The three charts that follow can help guide us
in understanding the similarities and differences of
the clusters and their strategies and their potential
outcomes in a community change process. Chart 5.1 is
a compilation from four community workshop discus-
sions of the similarities and differences within each
cluster regarding methods, processes, and outcomes.
This chart provides information about each cluster’s
work and the struggles within it. Some participants
questioned the participation of other organizations
in particular cluster discussions (though usually not
shared with the group). In that regard the most incon-
sistent participation in all the workshops was in the
intergroup cluster. There was some confusion about
this cluster because it is less defined than the others.
Some groups participating in this cluster did bring
groups together, but because they used advocacy and
community organizing strategies, the “institutional”
cluster may have been a better identification of their
work. Other organizations worked with a specific iden-
tity group and focused on awareness-building strate-
gies that reflect the individual cluster approach.

It is important to note that participants in all four
workshops commented on the need for much more
time for this discussion. And some of the informa-
tion in the chart is incomplete, because it relies on
the responses of participants who did not have the

opportunity to complete their discussions. Finally,
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the chart is not meant to be comprehensive or precise,
but a reflection of the similarities and differences
within clusters of approaches based on a set of discus-
sions. It provides information on how organizations
see their work in the community, begins to paint a
picture of how groups can leverage their approaches
in a community, and speaks to the work we still need
to do.

Charts 5.2 and 5.3 were created by Ilana Shapiro,
who studied 10 race relations and racial justice
programs and compared their theories of practice
and change, methods, and intended effects. The
first of these (Chart 5.2) is conceptual—it shows
the three clusters and offers grounding in how these
approaches are different yet connected. The second
(Chart 5.3) compares each cluster’s analysis, alliance,
and action based on program goals. Obviously these
charts cannot capture the nuances and subtleties of
programs, but they can deepen our understanding
and the contribution of each approach.?
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his publication shares information about the

How-To Forum: Creating Collaborative Approaches
to Address Racial Injustice in Communities project, the
workshop, and the challenges and opportunities
that took place in four communities. It also shares
ideas on how to initiate discussions about leveraging
approaches to addressing structural racism in a
community.

We must keep thinking about what is possible if
we work interdependently together to tackle struc-
tural racism. Creating a learning community requires
mutual assistance, reciprocity, and understanding one
another’s approaches as well as our own. Does your
organization have the capacity and resources to make
a sustained and significant impact on dismantling
racism in your community while working solo?

The question that we need to reflect on, both
within our organizations and with our communities,
is this: Do our policies, practices, and relationships
with other organizations align more with the very
system we are trying to dismantle, or do they reflect
the system we are trying to create?

RESOURCES

R

% Funding is limited. Even though it is extremely
risky or difficult to act in a non-competitive
manner in a competitive environment, we have to
be the ones taking the risks in building relation-
ships with each other and sharing lessons learned
with other race relations and racial justice orga-

nizations.

|59 |

<% Asa proportion of total foundation giving, grants
to communities of color have been falling. This
disparity is one we must come together and find a
way to address with foundation leaders. Predomi-
nately white organizations must think about how
they partner with predominately people-of-color
organizations and how resources are being shared
in the community.

< Rather than scrambling for and fighting over
the crumbs, we must leverage our approaches to
restructure the pie of resources.

< Even when the foundation providing a grant is

not explicit about race, we must be explicit.

ORGANIZATIONAL RELATIONS

<%  Wemustguard against sending a message of exclu-
sion to colleagues whose power or racial analysis
differs from ours, and find points of commonality
using complementary understanding. In this way
we can address our differences in a respectful
way while maintaining the ability to disagree. It
is important to create strategies for maintaining
our solidarity, even when we disagree, so that we
don’t help others to “divide and conquer” us.

2
%

Our conferences and large meetings must guard
against using exclusive practices in the way they
are arranged and who is chosen to speak. We must
create program agendas that reach out beyond
“the usual suspects.”
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2

<% Those starting out in this work need our support.
We must provide opportunities for them to share

their insights and try out new methods.

% Our spoken and unspoken hierarchies of
approaches must be addressed. If we do not
address them with each other, frustrating power
dynamics can continue to develop. We need to
broaden our views on how change happens and
consider the role that each approach, when imple-

mented well, plays in making change happen.

INTERNAL ISSUES

% Each organization should have a system of
accountability with the people of color in the

communities where it works.

« Each organization’s policies and practices should
address barriers, promote inclusiveness, and

create an equitable workplace.

< Each organization needs a governance structure

that reflects the new system it seeks to create.

% We need to examine the criterion we use for
working on a particular community issue or
working with an organization and determine
whether the process is aligned with our account-

ability system and values.

2

< Each organization should have a clear set of prin-
ciples that reflect racial justice and inclusiveness
to guide staff, board, and volunteers in their work

in the community and within the organization.

In the last chapter of his newest book, You Call
this a Democracy?—Who Benefits, Who Pays and Who
Really Decides? Paul Kivel writes about resistance, and
how we can address the ruling class structure when it

seems so large and overwhelming. He writes:

“If we understand that we are engaged in a
common struggle with many fronts, our strategies
would be less competitive and more effective.

We wouldn’t be fighting for ourselves and our

JoinT CENTER FOR PoLITICAL AND ECONOMIC STUDIES

interest group, but for our neighborhoods,
communities, and for all people in a common
humane future. We may have different needs
and different visions, but none of our needs
will be met or our vision realized unless we can
overcome our differences and work together to
dismantle the system. . ..””

Working interdependently may still seem over-
whelming, but start by just increasing communica-
tion, building relationships, being transparent, giving
feedback, and attending each other’s events, sharing
resources, or helping with outreach. Effective coop-
eration can lead us toward interdependence and build
a whole that is more than the sum of its parts.

It is important to continue to explore how our
different approaches play a role in the community
change process and to seek answers to the following
questions:

2

<% How does an organization know when to intro-
duce a particular approach into a community

change process?

2
*%*

What are the variables occurring within the
community for an approach to be effective? What
are our indicators of success?

e
°*

If each of these clusters of work is present in a
community and working collaboratively, will
a more significant level of change occur in that
community when it addresses structural racism?

e
°*

Do we need to change the way we assess a commu-
nity issue so we can learn when and how to phase

in different approaches/clusters?

2
*%*

There need to be more venues for academicians,
practitioners, and activists to come together
and unpack an issue and discuss strategies and
outcomes. How do we keep up with the trends
and nuances of racism?
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MOVEMENT BUILDING

“Without a grand strategy, the disparate
activists and groups involved in a movement
do not have a common, consistent basis for
planning, organizing, and evaluating their
efforts and supporting each other. This leads to
inefficiencies and unnecessary dissidence as

groups go off in contradictory directions.”
—Bill Moyer, Doing Democracy %

One important next step is to create a common
vision, at least on the community level. We can then
prioritize our resources, focus strategies, and move
collectively to reach our goals and eventually make
our vision a reality. NABRE hosted a bulletin board
discussion about capacity building for the field. Keith
Lawrence of the Aspen Institute contributed several
ideasaboutarriving at this common vision: “Right now
there’s a growing mass of well-intentioned people and
organizations attentive to race, but many are going in
different directions. If we’re going to have focused,
directed movement, I don’t see how we can avoid
some overlaying of all this activity with some sense of
a kind of strategic proposal, even as we continue the
networking and broad consciousness raising. . . And,
yes, this will implicitly establish some priorities for
our work. Priorities don’t have to mean exclusion for
anyone or any methodology. And, they will help us
figure out the staging that we need.”

Our challenge is to continue to build the move-
ment; create a common vision; create connections
between our different approaches so we can be more
effective in our communities; constantly rethink our
strategies; be more proactive and consider the impact
of our goals on other issues; support each other in our
learning; allow and forgive mistakes, and be strong
courageous allies in this long journey to libera-
tion. Speaking as the author, it is my hope that this
publication will be a helpful guide for communities
of race relations and racial justice organizations. I

| 61 |

CONCLUSION

hope it sparks frank discussions on how we can culti-
vate interdependent working relationships and find
common ground to dismantle structural racism.

Grace Lee Boggs, a Detroit activist and veteran
of the three movements shared these guidelines
about movement building based on her learnings
and the teachings of Martin Luther King, Jr., and
Malcolm X:

... A movement begins when the oppressed

stop seeing themselves just as victims and begin
seeing themselves as pioneers in creating a
society based on new, more humane relationships
and thus advancing the evolution of the human

race.

... To create a movement, people of widely
differing views and backgrounds need to
come together, surmounting their ideological
differences.

... Movement builders are able to recognize the
humanity in others, including their opponents,
and therefore are able to see within them the

possibility of being transformed.

... Movement builders can accept contradictions
that develop in the course of the struggle. Great
movements create great hopes, but they also lead
to great disappointments.

... The struggle does not end with victory or
defeat because new contradictions emerge,
requiring new ideas and new paradigms which
are usually resisted by those who were deeply
involved in the past struggle or who have
benefited from its success.

...At the heart of movement building is the
concept of two-sided transformation, both
of ourselves (inner and outer) and of our
institutions. %
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Karen Fulbright-Anderson, Keith Lawrence,
Stacey Sutton, Gretchen Susi, and Anne Kubisch,
Structural Racism and Youth Development Issues,
Challenges, and Implications New York: The Aspen

Institute, 2004), p.1.

“The NABRE Story” (unpublished),

February 2003. This information is based on a

From

survey conducted in 1999 sent to 350 promising
practices in racial reconciliation identified by
President Clinton’s Initiative on Race.

Will Pitz and Rinku Sen, Skort Changed: Founda-
tion Gioing and Communities of Color (Oakland:
Applied Research Center, 2004), p. 10.

Gary Delgado, Executive Director of the Applied
Research Center, shared this story on July 29,
2004, at the Annie E. Casey “Making Connec-
tions” Joint Ops meeting in Oakland, CA.

Ilana Shapiro, Mapping Theories of Practice and
Change (Doctoral Dissertation, Institute for
Conflict Analysis and Resolution, George Mason
University, 2002); and Norma Smith, From Chal-
lenging White Supremacy to Managing Diversity: A
Preliminary History of Anti-Racist and Diversity
Training (Doctoral Dissertation, The Union Insti-
tute Graduate College, 2001).

Gary Delgado, Basil R. Browne, and Madeleine
Anti-Racist  Work:  An

tion and Assessment of Organizational Activity

Adamson, Examina-

10.

11.
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(Oakland, CA: Applied Research Center, 1992);
Patti DeRosa, “Diversity Training: In Search of
Anti-Racism” (Peacework No. 240, April 1994);
and Elizabeth Lasch-Quinn, Race Experts: How
Racial Etiquette, Sensitivity Training, and New Age
Therapy Hijacked the Civil Rights Revolution (New
York: W. Norton and Company, 2001).

For more information about this initiative, see

http://saintpaulfoundation.org.

For additional information about the targeted vs.
universal approaches, see The Miner’s Canary, by
Lani Guinier and Gerald Torres; also see Search for
the Uncommon Common Ground, by Angela Glover
Blackwell, Stewart Kwoh, and Manuel Pastor.

Both books are listed in the Bibliography.

See Leading By Example, a report by California
Tomorrow and Coalition of Community Founda-
tions for Youth (2004), (accessible online at www.
californiatomorrow.org, as well as a report by
Rainbow Research entitled Changing Communities,
Changing Foundations (1998) by Laura Wittstock
and T. Williams (www.rainbowresearch.org).

For more information about this event, see www.
incite.org.

David M. Scheie with T. Williams and Janis
Foster, Improving Race Relations and Undoing

Racism: Roles and Strategies for Community Foun-
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Foundation, May 2004.

Deborah Meehan, “A Dialogue with Bridge
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Dissertation, George
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Kivel, Social Service or Social Change?, p. 7.

Bill Moyer with JoAnn McAllister, Mary Lou
Finley, and Steven Soifer, Doing Democracy:
The MAP Model for Organizing Social Movements
(Gabriola Island, British Columbia: New Society
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APPENDICES

The Spectrum of Approaches

n overview of nine race relations and racial
Ajustice approaches was included in the publica-
tion about the first National Forum.? These thumbnail
sketches provide an overview of each approach, and
are supported by a comparative chart, the concept
for which was originally created by Dr. Ilana Shapiro
in her doctoral dissertation, “Mapping Theories of
Practice and Change: A Comparative Analysis of
Interventions and Programs Addressing Racial and
Ethnic Tension in U.S. Communities.”® This list
of approaches continues to be a work in progress.
In assembling this list I benefited from reviews by
several people; their advice provided depth to the
literature review, though some advice was conflicting.
This, of course, only reiterates the ongoing need to
deconstruct our work, learn about perceptions, and
continue to evaluate its effectiveness.

There is much overlap between approaches, and
your own work may be represented by several different
approaches. Some of this stems from collaboration
or cross-pollination of the work, and some from
approaches that are outgrowths of others. While it
may seem surprising that approaches with different
strands are being grouped together, this grouping is
based on similar theory, worldview, or framing of the
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problem. Also, the same interventions—dialogue,
training, community organizing—are mentioned
throughout the different Although
there are commonalities, by delving further into an

approaches.

approach it becomes evident why a particular inter-
vention is being used based on the approach’s inter-
vention framing.

A comparative chartof the approaches follows their
descriptions. The sections describing each approach’s
strengths and limitations should be noted. These are
based on a literature review and comments from prac-
titioners. The strengths and limitations sections are
crucial to thinking about working interdependently.
Understanding where approaches overlap and the
limitations of different approaches can encourage
thinking through ways to work interdependently, and
when to reach out to colleagues to use a particular
approach on a community issue. In order for us to
continue to improve our effectiveness and to under-
stand our differences regarding how and why we do
this work, we must create our own learning labora-
tory to dialogue, to challenge, to assess, and to create
accountability among ourselves. These descriptions
are shared in the hope they will promote reflection

and discussion.
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ANTI-RACISM

The Anti-Racism approach views issues of prejudice
and diversity through the lens of racism. In this
context, racism is defined as a system of disadvantage
for people of color supported by a system of advantage
for the privileged group-whites. The Anti-Racism
approach views white privilege, “unearned privilege”
around which all racist systems revolve, and internal-
ized oppression, internalizing the ideology of white
supremacy, as two key corollaries of its analysis.
Anti-Racism work embraces individual change in
the service of meeting its goal—to change social and
institutional systems. Practitioners of this approach
focus on assessing social and organizational systems
to identify how they support white privilege and
perpetuate racist values, practices, and assumptions.¢
Then they seek to implement strategies that dismantle
racist structures and replace them with equitable,
just, and racially and culturally inclusive practices
and policies. Interventions used are race caucuses,
awareness building, experiential exercises, coalition
building, community organizing, and change agent
skill-building.

Some organizations in this category take their
analysis a step further by viewing racism as a histor-
ical and contemporary global system (of economic,
geopolitical, and social policies) rooted in the myth
of white superiority. These groups mostly work in
race caucuses and describe their work as Anti-White
Supremacy. Other organizations utilize this same
approach within a broader analysis, and work on
issues of other targeted and privileged groups, which
is typically referred to as Anti-Oppression. Though
the Anti-Racism analysis makes clear connections
with all forms of oppression, one ongoing debate by
practitioners of this approach, as well as others, is
whether racism itself is at the top of the hierarchy of
oppression in this country.

Over the years, the term “anti-racism” has become
something of a catch-all when speaking about racial

justice work. Horace Seldon, founder of Community
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Change in Boston, provided these thoughts: “Organi-
zations that call themselves anti-racist must include
sustained action to change a system, policy, or institu-
tion, and be committed to multiracial efforts.”d Some
organizations introduce white privilege and internal-
ized racism as part of their work, but do not build on
them with their organization and community change
processes. Some organizations have an institutional
racism analysis, but it does not transfer to creating
change beyond the individual level. This approach is
one that many would like to be associated with, and
in some circles it is considered at the top of the hier-
archy of approaches. Others would say that unless
other approaches are integrated into a plan of action,
anti-racist work cannot be sustained.

CIVIL RIGHTS ADVOCACY AND
ANTI-DISCRIMINATION

Civil rights history is rich with organizations, leaders,
and actions taken to fight for equity and justice. Its
interventions have evolved over the years, as attacks
on civil rights in this country have continued. Orga-
nizations that use this approach work to create new
laws and better policies that support equal rights and
justice, monitor organizations’ compliance, increase
individuals’ awareness of laws, and educate the
public on barriers to access for people of color and
other identity groups.©

This approach specifically rests on the achieve-
ments of the civil rights movement and addresses the
legal, civil rights, and societal barriers that still exist.
The civil rights movement has been described as
reminding Americans “of their commitment to true
egalitarianism and (as a movement that has) posited a
universal standard of conduct, and placed in the fore-
front of public interest the quality of democratic civic
life. It rested on historical truths about America’s
pluralism and its racial crimes. It rested on moral
truths about harmony and justice.” Organizations
that were a part of that legacy and new ones that have
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evolved from the movement continue to use this as
the context for their work.

Organizations using the Civil Rights Advocacy
and Anti-Discrimination approaches are diverse
in their level of interventions. Some focus on legal
compliance and education about current law and
policies. Others advocate for better policies and laws
and focus on structural change for increased access,
equity, and the elimination of barriers and the racial-
ization of policy issues such as health care, education,
and housing. Their interventions can range from
EEO and anti-harassment training and compliance
monitoring to community organizing, public policy
advocacy and development, litigation, protests, coali-
tion building, and direct political activism. Some
organizations are also using technology to mobilize
individuals around a particular issue, like protesting
judicial appointments.

COMMUNITY BUILDING

Community Building applies a systems approach
to supporting self-determination and improved
outcomes for residents of neighborhoods and commu-
nities. Typically, community-based organizations
work with government, schools, and other institutions
to identify targets for change, create joint plans, and
implement strategies designed to build the capacity
of neighborhood organizations, resident groups, and
leaders. Racial equity and issues of inclusion always
arise in this work, even if not addressed explicitly.
In this approach, community builders deal with
power and race every day in their work, yet they are
only in an early stage of integrating it into their work.
This paradox was described in one research study
of community building this way: “We found, on one
hand, a high level of consciousness and concern about
the strength of power elites in the U.S. and globally,
and about the perpetuation of racist attitudes and the
ways in which those individual attitudes translate into
actions at the community, institutional, and political

levels. On the other hand, community initiatives that
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are typically concentrated in metropolitan communi-
ties of color are with rare exception described as very
quiet on these topics.”

Within this

outcomes: relationships are built between institutions

approach are several expected
and power brokers, individual skills are enhanced,
and policy change is initiated for sustainable institu-
tional change. Interventions used can include leader-
ship development for community members and civic
officials, community organizing, coalition building,
skills training, and discussions about internalized
racism.

One development in this approach in the late
1980s was the creation of comprehensive community
initiatives (CCI), place-based initiatives that require
collaboration from different sectors in the community.
These initiatives are described by Cornelia Swinson,
the first director of the Rebuilding Communities
Initiative at the Germantown Settlement in Phila-
delphia: “It’s about how a neighborhood integrates
and manages those issues, and it’s about building
and maintaining relationships to transform the way
a community works. It’s about finding sustainable
solutions to problems of chronic poverty, neglect, and
disenfranchisement by developing the capacity of the
neighborhood’s most valuable resources—the skills

and strength of those who call it home.”

CONFLICT RESOLUTION

The approach described here focuses on resolving
conflicts and tensions in communities, rather than
One

commonly used in racial and ethnic conflicts is inter-

interpersonal conflicts. intervention model
active problem-solving. This model “begins with an
analysis of the political needs and fears of each of
the parties and a discussion of the constraints faced
by each side that make it difficult to reach mutually
beneficial solutions to the conflict.” The goals of this
type of intervention include:

R

<% Learning to solve the problem jointly rather than
as a fight to be won
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« Improving openness, communication, and inter-

group expectancies

2

« Reducing misperceptions and destructive

patterns of interaction

« Building a sustainable working relationship
between the parties.

It is important to bring all parties together to
raise the issues, identify multiple perspectives and
build on shared interests to resolve the problem.
While this approach is value-based, some view it
as value-neutral. There are strong beliefs among its
practitioners on “how to improve the world we live
in and about how people ought to relate to each other
... A true adherence and commitment to democracy,
personal empowerment, and social justice.” An
emerging concern within this approach is to address
the value-neutral perception and discuss the role
cultural dynamics play in conflict and the need to
update processes to respond to these dynamics.™

This method is not limited to offering mediation
or resolving disputes through a small group of profes-
sional facilitators and mediators. The field as a whole
has a strong commitment to providing opportunities
for training—developing problem-solving, negotia-
tion, and communication skills; training facilitators;
and working with youth to understand alternatives
to conflict. Its aims are broad, to be a “vehicle for
transforming citizenry, communities, and the private
and public institutions of contemporary democratic
society.”™ The conflict resolution field is currently
debating the different styles used, e.g., the “purist”
versus the “toolkit” approach. Although there are a
number of approaches, the principal four are: Facili-
tative, Evaluative, Transformative, and Narrative.°

DEMOCRACY BUILDING

One popular intervention used by this approach
was put in the spotlight by President Clinton’s
Initiative on Race. Intergroup dialogue became an
important vehicle to increase individual awareness of
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the complexities of racial issues, work on intergroup
tensions and community problems, and affirm the
importance of diversity issues to meet the larger goal
of deliberative democracy. This method goes beyond
dialogue and engages citizens to become involved in
the civic structure. Paul Martin Dubois and Jonathan
Hutson describe empowered citizens in Bridging the
Racial Divide: a Report on the Interracial Dialogue in
America: “It is a positive effort on the part of the citi-
zenry to take initiative and responsibility for talking
about building a just, multicultural society.”?

After several racially charged incidents in the
mid-1990s, a “wave of public engagement efforts
swept the nation,” many initiated by local elected
officials.¢ Interventions used by organizations under
the Democracy Building approach include inter-
group dialogue, public forums, deliberative public
processes, leadership development, skill building,
community visioning, and coalition building. Each
intervention works toward a similar end of engaging
citizens, identifying common ground and community
assets, and developing a joint action to create a new
civicinfrastructure that may help in addressing future
community issues. The foundation of this approach
is the belief that if citizens have appropriate public
forums and intergroup dialogue skills then they will
recognize their interdependence and find cooperative
ways to address common concerns.’

After the 1992 civil unrest in Los Angeles, Henry
Cisneros, who had just been named Secretary of
Housing and Urban Development, spoke about the
importance of democracy building at a national
conference in Los Angeles. “The truth is we are going
to have to do some things differently,” he said. “In the
age of diversity, we will have to govern differently. We
will have to build communities differently. It means
using the institutions of government, the structures
and facilities of government to bring people together
... Schools, libraries, cable television stations, voter
registration efforts, all of them must be redesigned to

give people a place to gather, to speak, to have voices
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heard, to come together. Government accountability
must include an assessment of whether or not it is
being sufficiently inclusive, not just efficient but

inclusive.”

INTERGROUP RELATIONS AND
EDUCATION

Intergroup relations programs vary. Some
programs use didactic interventions (cognitive, verbal,
and intellectual trainings), while others use interac-
tive interventions (action- oriented and experience-
based training).! This approach has three strands:
Valuing Differences, Intercultural Training/Cultural
Competency, and Multicultural Education. They
are grouped together because they share a common
theory—contact theory. Contact theory has been
revised over the years but is based on the concept,
“prejudice may be reduced by equal-status contact
between majority and minority groups in the pursuit
of common goals. The effect is greatly enhanced if this
contact is sanctioned by institutional supports and if
it is of the sort that leads to the perception of common
interest and common humanity between members of

»y

two groups.”™ Though these three strands have taken
the contact theory in different directions, they remain
connected.

Valuing differences defines diversity in its
broadest terms and includes not only the basic
identity groups, but also one’s life experiences.
Interventions include “celebrating diversity”
events, experiential projects, and presentations, to
provide participants “a greater understanding of
exactly who we are—culturally, demographically, and
ethnographically ....”v This strand encompasses two
outcomes: (1) each person is seen and appreciated
for her/his assets and uniqueness and (2) relation-
ships are created and maintained between people
who are different from each other.

The second strand, Intercultural Training and
Cultural Competency, seeks to create an intercultural

mindset and skill set by coordinating knowledge,
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attitudes, and behavior in a sequential curriculum
in order to promote development.” Cultural Compe-
tence, a newer offshoot, focuses on individual change
but also seeks to establish new institutional standards.
“Cultural competence is the integration and transfor-
mation of knowledge about individuals and groups
of people into specific standards, policies, practices,
and attitudes used in appropriate cultural settings
to increase the quality of services, thereby producing
better outcomes.”™

Multicultural education programs, predomi-
nantly found in primary and secondary schools but
also in higher education, are described as having a
“transformative, action-oriented curriculum ... best
implemented when students examine different types
of knowledge in a democratic classroom where they
can freely examine their perspectives and moral

”y

commitments.

MANAGING DIVERSITY

The basic definition for the Managing Diversity
approach is “a comprehensive managerial process
for developing an environment that works for all
employees.” Though it includes individual and
interpersonal interventions, its focus is requiring
“a fundamental change in the corporation’s way of
life.”** Managing Diversity defines diversity broadly
and operates on the assumption that human differ-
ences are good and need to be leveraged to make best
use of people in the workplace.

Typically, interventions in this approach are
directed toward individuals with managerial
responsibility. Frequently, managers are trained to
facilitate, negotiate, and mediate employee interac-
tions to ensure that personal differences, insofar as
they benefit the organization’s larger goals and are
expressed in positive, respectful, productive ways."®
The Managing Diversity approach advocates the use
of employee support groups and networks as vehicles
for expressing differences and communicating

specific employee needs. Its belief is that change is
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a two-way street requiring mutual adaptation by the
organization and the individual.

Some organizations focus only on the individual
and interpersonal interventions of thisapproach,while
others assess organizational systems, practices, and
behaviors in an effort to embrace value and manage
diversity throughout the entire organizational struc-
ture. One corporation that has been held up as being
furthest along on the path of equity*is South African
Breweries, which describes its process as “a holistic,
comprehensive strategy that attempts to align employ-
ment equity and the management of diversity with
all of the other aspects of people management in the
organization ... [it] is not [a] half-hearted series of ad
hoc interventions ‘tacked’ on to the human resources
function. Rather, it is the philosophy and process
on which all other people management policies and
procedures rest and by which they are assessed.”®

PREJUDICE REDUCTION

The Prejudice Reduction approach is grounded in
the assumption that prejudice is learned beliefs and
attitudes that affect behavior. Logically, if prejudice is
a learned behavior, it can be unlearned. Though other
approaches may have this same belief, this approach’s
actual focal point is on unlearning prejudice by
helping individuals to understand how stereotypes,
misinformation, and generalized personal experi-
ences (e.g., “what happens to me happens to everyone
who looks like me”) can lock prejudicial thinking
into place.

The

employs processes for healing the pain of prejudice

Prejudice Reduction approach often
and acknowledges that such pain is present for the
person who expresses prejudice, the person who
receives prejudice, and the person who observes the
prejudicial experience of another.” Discharging these
emotional wounds empowers people to respond to
act against oppression and build compassion among
group members, which can lead to future alliances.

Part of this process is sharing stories about negative
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experiences of prejudice and oppression as well as
stories of pride about the identity groups one belongs
to in life. One way to address a negative experience
is by illuminating the fallacies of generalized experi-
ence.

The Prejudice Reduction approach, in addition to
caucuses and workshops, uses such interventions as
learning how to be an ally, forming intergroup coali-
tions, skill building, and leadership development.
Through skill building, participants learn how to
redirect prejudicial habits of thinking and behaving
and then learn how to encourage others to do the same.
Learners are encouraged to “break the cycle of social-
ization” by relearning accurate information, rejecting
stereotypes, and refusing to spread misinformation to
others.e8 This approach focuses on the individual, but
with the intent of producing institutional change. The
belief is that institutions are made up of people and
groups and by building a critical mass of informed,
aware, skillful leaders, change will take place.

RACIAL RECONCILIATION AND
HEALING

This approach views racism as a “spiritual disease”
that infects all races. Racial healing, therefore,
involves a moral and spiritual process. This approach
links personal transformation to societal change. It
works to move beyond the paradigm of victims and
victimizers, allies and enemies. It involves working
with all sectors of the community in acknowledging
shared history through honest, respectful, and inclu-
sive telling of everyone’s story. One of the major
themes of this approach, as with others, is developing
unexpected and creative partnerships that can even-
tually transcend barriers of race, religion, economics,
and politics. It calls everyone to take responsibility
for building a common future.™

Typically this process incorporates three steps.
“First, everyone with a stake in new community rela-
tionships must be invited to the table and be actively
encouraged to participate in the process of transfor-
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mation. Second, there must be honest acknowledge-
ment of shared racial history. This can lead to forgive-
ness and a new level of understanding, so that all can
work for change. And third, each individual must
take personal responsibility for the change process.”
Interventions include dialogue, public forums on
history, and experiential exercises.

The intended outcome of acknowledging and
repenting of pastwrongdoingsand of building relation-
ships is for different identity groups to come together
towork on community issues. The challenging process
of reconciliation is summed up by Michael Ignatieff,
author of The Warrior’s Honor: “Reconciliation means
breaking the spiral of intergenerational vengeance.
It means substituting the vicious downward spiral of
violence with the virtuous upward spiral of mutually
reinforcing respect. Reconciliation can stop the cycle
of vengeance only if it can equal vengeance as a form
of respect for the dead. Without an apology, without
recognition of what happened, the past cannot return

”ij

to its place as the past.
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Organization Reflection Questions

QUESTIONS FOR PARTICIPANT REFLECTION AND PREPARATION

A Note to Participants

Participants in the NABRE How-To Forum represent numerous points on the spectrum of approaches used to
fight racism and create better race relations. In an effort to strengthen cooperation and collaboration among
organizations whose approaches differ, NABRE is committed to naming and defining the various points along
the spectrum. Your participation in the How-To Forum will help us to refine our current thinking about these
definitions.

In the service of dialogue and learning during the How-To Forum, we have clustered the emerging spectrum
of approaches under three broadly defined headings. The headings represent the broad approaches used by
organizations to reach their vision. Please be assured these headings are not meant to create static interpreta-
tions of racial justice/race relations work; rather, they are offered as a tool for learning and communicating
with one another.

The three general clusters of approaches we have identified are:

< Provide individual and/or interpersonal awareness

2

« Develop intergroup relationships

<% Promote institutional change

We invite you to consider the reflection questions below privately and with colleagues; please refer to the
broadly defined categories above.

1. What led you to use your skills, knowledge, and gifts for work on racial justice and race relations? What
personal gifts do you bring to this How-To Forum that will enable you to build bridges with others who use

different approaches to race relations/racial justice work?

2. Do you have a particular role model or hero/shero on whose shoulders you stand when you do your work?

Please explain.

3. What do you need from your fellow How-To Forum participants to feel trust and to share deeply and

honestly with one another?

4. Ifyour approach achieved the “perfect outcome,” what would that be? What would it look like?
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10.

11.

12.

13.

14.

15.

16.

17.

18.

19.

20.

What do you believe are the actual outcomes of your approach? What are the key barriers that can or do
prevent your approach from achieving the intended outcomes?

What are the gaps in your approach? What has your approach not achieved that you believe is achievable?

What does your approach assume about human nature that informs the types of programs and activities
you do (e.g., people are changeable; people are unchangeable; it’s more important to change attitudes; it’s
more important to change behaviors)?

Does your organization’s approach to racial justice/race relations work view people as individuals, as group
members, or as both?

Do your programs and activities focus on individuals, groups, institutions/systems, or culture? If your
approach addresses all four levels, can you approximate the percentage of time your programs focus on
each of the four levels?

What are the primary constituencies your programs and activities are designed to reach (e.g., youth, civic
leaders, elected officials, neighborhood residents, grassroots organizers, etc.)? What assumptions or beliefs
lead you to emphasize these constituencies?

When, how, and with whom is your approach most effective?

What does your approach assume about the process of change (e.g., we must change attitudes before we
change behaviors; we must change behaviors and attitudes will follow; we change when it hurts too much
not to change; we change because we choose to change; we must experience emotional or psychological
pain in order to change; we must experience cognitive dissonance before we change, etc.)?

What does your approach assume about time and progress in learning (e.g., learning is linear, cyclical,
historically-oriented, present-oriented, future-oriented)?

What does your approach assume about human learning and activity? Do your programs and activities
emphasize “being,” “doing,” or “becoming”?

What assumptions does your approach make about people with significant power? People with little
power?

What is the ultimate outcome your programs and activities are designed to achieve?

How does this outcome contribute to the overall movement toward justice and equality for all people? How
does your approach fall short of contributing to the overall movement toward justice and equality?

How does your approach define oppression? Do you view oppression hierarchically? Are all oppressions
equal? Please explain.

What does your organization do to revolutionize your approach so that it responds to current and future
realities?

Who and what informs your organization’s thinking about future goals, priorities, and intended
outcomes?
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appendix III

How-To Forum Workshop
and Post-Meeting Handouts

<  Workshop Objectives and Assumptions
< Clusters of Approaches

« Case Scenario 1

< Case Scenario 2

«» Case Scenario Process Questions

< Worksheet: “How We Communicate”

< Worksheet: “How We Collaborate”

<  Worksheet: “Leveraging Our Approaches”

< Collaboration: Things to Consider

«  Workshop Evaluation
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Workshop Objectives
and Assumptions

The How-To Forum — Phase II, funded by the Mott Foundation, is designed to:

R
%

Bring together local leaders of organizations who practice different types of race relations and
racial justice approaches to recognize a common vision; understand different approaches and
perspectives; acknowledge the potential of interdependence; and work toward collaborating and
leveraging different approaches to address racial injustice and race relations.

Provide technical assistance that will inform other stakeholders about this process and/or help

move this effort forward within the community.

Produce a “How-To” booklet to be distributed nationally to help race relations and racial justice
organizations develop collaborative and strategic efforts using different approaches to address
community issues. It will also include information for foundations to understand anti-racism

work and the effects of working across approaches on RFP and evaluation processes.

Assumptions of the How-1o Forum Design

R
°

2
L4

All forum participants come to this process in a spirit of purposeful inquiry, honest self-reflec-

tion, and willingness to engage in honest dialogue.

All forum participants come to this process with a willingness to view their own work honestly
and objectively for the purpose of improving and strengthening race relations and racial justice

work throughout their community.

All forum participants come to this process with a “sense of possibility” for their own work and
the larger work of improved race relations and racial justice. With this as a guiding assumption,
the organizations represented at this forum are actively committed to strengthening their own
impact by finding ways to collaborate with other organizations that approach the work differ-
ently. These collaborations will be forged in the service of creating a movement that is greater and

more powerful than its component parts.

Building Relationships Questions

2
L4

What led you to use your skills, knowledge, and gifts to work on racial justice and race rela-

tions?
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What experiences have you had collaborating with others in this work? What challenges did you
encounter that posed barriers to these collaborative efforts? What advice would you give to others
in this room who are thinking about or involved in collaborative efforts around racial relations
or racial justice?

What do you need from other participants to have discussions about collaboration today? What
are you willing to give the other participants to enable this to happen? (Please write your answers

to this question on newsprint.)

Questions to Guide Cluster Group Discussions

If your approach achieved the “perfect outcome,” what would that be? What would it look like?

What is the actual outcome of your approach?
What are the interventions you use to bring about those outcomes?

What does your approach assume about human nature that informs the types of programs and
activities you do (e.g., people are changeable, people are unchangeable; it’s more important to

change attitudes; it’s more important to change behaviors)?

Your group will reflect in front of the large group:

2
L4

2
L4

What is similar about the way your cluster does your work?

What is different about the way your cluster does your work?

Leveraging Our Approaches

2
%

2
L4

Think about the larger picture of dismantling structural racism: How do you perceive your work
among the other types of work present in the room? What are the connections? What are the
tensions? How do you support each other’s work on a regional level?

Does a collaborative process help or hinder your organization’s work in addressing race relations

and/or racial justice?

If all race relations and racial justice organizations in your community were able to align and
coalesce around an issue, what would that look like?

What steps do you think are necessary for organizations to leverage their approach and work
interdependently on community issues?
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Clusters of Approaches for Race
Relations and Racial Justice

Organizations

INDIVIDUAL

We develop individuals’ competencies and knowledge in one or more of the following areas:

2

< Different cultures’ rituals, holidays, communication patterns, etc.

< Prejudice, bias, stereotyping, early socialization

R

< Individual and institutional racism.

Then, once there is a critical mass of individuals who are more knowledgeable and skilled, organiza-
tions will begin to be more equitable, which will lead to improved race relations and more racial

justice in our society.

INTERGROUP
We bring people of different racial and ethnic identity groups together to do one or more of the
following:

2

< Work to dismantle our stereotypes of each other

R

¢ Build relationships and trust between each other

% Work on solving problems and conflicts together.

Then, once there is a critical mass of groups who are working effectively with each other, organiza-
tions will begin to be more equitable, which will lead to improved race relations and more racial
justice in our society.

INSTITUTIONAL
We work in communities or organizations to do one or more of the following:

2

< Create more inclusive policies and change institutional structures

72

< Initiate community organizing in neighborhoods to work on specific issues

R

< Educate people on the power analysis of institutions.

Then, institutions will begin to break down barriers, create more equitable organizations and policies and
then, individuals will change their behaviors, which will lead to improved race relations and more
racial justice in our society.
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Case Scenario 1

POLICE AND COMMUNITY RELATIONS

THE SCENE

A young Latino male is shot by a white police officer in a street altercation. Within 24 hours of the
shooting, very few facts are known but rumors abound. View from the street: “The young man was
shot in the back after being confronted by the police for no cause.” View from the city: “A young man
with a criminal history, in possession of a gun, was shot by police during a chase when the suspect
pulled a gun on the police.”

For several nights after the incident large groups of primarily young men have been protesting the
police action by breaking windows, looting, and battling with police in the downtown area. Latino
ministers hold services and several candlelight vigils. This has caused much rage among young
Latino and African American men who feel like “enough is enough,” this being the third young man
of color to die from a police bullet in the past two years. The mayor, city council (50% white, 30%
African American, and 20% Latino), and a chief of police (white male) attend a community meeting
to respond to questions and concerns. The mayor, an African American, is viewed as someone who
would not have been elected without the support of the white business owners.

The corporate and civic community is very concerned that this latest incident will have a chilling
effect on tourism and damage the city’s bid for a major sporting event. Millions of dollars have been
invested in making the city a front-runner for the event. Key corporate leaders have, behind the
scenes, been pressuring the mayor to crack down on the unrest by making mass arrests and imple-

menting a curfew in the main Latino neighborhood.

THE TASK

You are members of a racial justice task force commissioned by the president of a major local university
two years ago after a similar incident in the city. This university has sponsored many research projects
and held forums and lectures on police-community relations. The president views this as an important
issue, but has been frustrated by the lack of impact produced by the research and forums.

The task force is made up of experienced practitioners and activists from local organizations,
whose work spans the spectrum of approaches. It was conceived as an alternative to previous “blue-
ribbon” research panels. The university president’s charge to the task force is to quickly assess the
situation and provide a multi-pronged strategy, with recommendations, for addressing short- and
long-term concerns of community and corporate stakeholders. Despite the stature and credibility of
its individual members, the task force is largely unknown as an entity in this community. (See Case

Senario Process)
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Case Scenario 2

RACIAL TENSION AND EDUCATION

THE SCENE

Over the past 10 years, a historically African American neighborhood has undergone a significant demo-
graphic shift. It is now 30% Latino, 15% Asian, and 10% Caribbean—dropping the African American
population below 50% for the first time in 50 years. This shift, while occurring steadily over a decade,
has only recently had an impact, causing tensions felt across the entire neighborhood. The demographic
changes are very visible in local schools, and there is a level of racial tension never known in the commu-
nity. While there have been sporadic clashes between rival youth gangs, conflicts between different groups
have been minimal, and have not attracted much attention until the current school year.

Over the past two years, half of the seats on the local school council — a body of residents elected
to set school policy, including establishing a budget and hiring and firing principals — have changed
hands, eliminating the African American majority on the council. Proposals from new members, all
Latino, Asian, or Caribbean, were submitted to the council. These include directing schools to recruit
and hire bilingual teachers, creating “English as a second language” classes, changing cafeteria menus
to reflect different ethnic groups, and suggesting that a Mexican-American be hired as principal to
fill a vacancy at the largest high school. This latter issue angered many of the African American
council members, who have come to view the changing composition of the council as a threat to their
power. African American members have begun to close ranks and rally support in the community
against the “ethnic takeover.” Members of the other groups are far from being a solid coalition and

actually have many differences among themselves.

THE TASK

The members of your group represent organizations that have independent relationships with the
different constituencies (racial groups, school reform organizations, the school system, etc.) in this
community and the specific groups involved with this scenario. The increasing tension and struggles
occurring in the community led the chair of the local school council and several members of the
council to request support from a local foundation to provide funding to develop a strategy for
addressing the community tensions as well as the educational equity issues believed by many to be
underlying the current situation.

Each organization working in the community submitted a very different proposal, each seem-
ingly created with a sense of competition in mind. The process itself produced greater tension. The
foundation’s program officer recommended the council ask potential grantees to determine if they
can work together to create one proposal that articulates a comprehensive response. Representatives

of each organization will form the proposal team. (See Case Senario Process)
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The Case Scenario Process

QUESTIONS FOR ORGANIZATIONAL COLLABORATION
Please focus your attention on the first four questions. Your group will be asked to present an

integrated response to the four questions.

1. What do you perceive as the root issue(s) at play in this particular scenario?
2. What is the larger goal the groups around the table are seeking to achieve?

3. What are the primary opportunities for intervention and change in each of these areas of
work: individual, intergroup, and institutional? How will these interventions overlap,
support, or complement one another to achieve the larger goal? How would you stage
these interventions within this action plan?

4. Should there be a lead organization(s) for a collaborative effort? What do you take into
account when making this decision?

S. What are the Principles of Engagement that will guide and protect the individual and
collaborative efforts of the organizations around the table as they develop a collective,

complementary strategy to address this scenario?

6. If you combined the collective power, skills, and expertise of the race relations and racial
justice organizations in this community to respond to this case scenario, what would be
the short-term impact? What would be the long-term impact?
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EXPECTATIONS
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How do we COMMUNICATE with each other about race relations and racial justice issues in our community?

FEARS/CONCERNS BARRIERS
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Collaboration:
Things to Consider

Have the collaboration partners...

7
L X4

7
°o

7
°o

7
°o

7
°o

7
°o

7
°o

7
°o

7
°o

reached agreement on identification of the issue and their vision, mission, and objectives

for addressing it? Does the group have a common racial and power analysis?
taken time to build relationships and learn about each other’s interests and strengths?

insured that their membership is diverse and representative of the groups and individuals
most impacted by the issue? Has an inclusive process of working together been created
that takes into account race, gender, class, and power dynamics? Does the process ensure
everyone’s voice is present and the process allows for different perspectives?

created a process for how decisions are to be made? What process does the group want
to use to resolve conflicts? If a partner organization’s activities are in direct conflict with

another organization’s mission and/or values, how will this be reconciled?

established an accountability structure between the collaboration partners? and estab-
lished an accountability structure with groups most affected by the issue?

reached an agreement about the level of involvement of each partner’s contribution?
What are the “consequences” for partners that do not maintain a commitment to the
collaboration?

established a process for communicating with funders? Will there be joint proposals?
Will there be a lead organization? What will be the group’s joint message to the commu-
nity? How will the group communicate with the media?

agreed on the expectation for the level of communication within their organization about
the collaboration? What is our responsibility for communication with each other?

initiated resource development efforts to assure appropriate levels of revenue, time, and
people available to work on the issue?
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How-To Forum

Workshop Evaluation

<% What did you learn today about other organizations that work on race relations and racial justice?
< What was most challenging about today?
« What do you wish we had spent more time discussing?

< What new insights or ideas are you taking away? How will you use this information in your work?

<% What would you have liked to change in the workshop design and/or facilitation?

< What are two next steps you would like this group to take to create collaborative approaches to address

racial injustice in our community?

Thank you!
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