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Introduction

SECTION 1
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Introduction

In the summer of 2020, sparked by the 
police killing of George Floyd, the city 
of Minneapolis became the epicenter of 
a national and global uprising for Black 
Lives. In cities and towns across the 
country, people called to defund the 
police, end mass incarceration, abolish 
prisons and invest in public safety in 
new ways. New coalitions and other 
campaign formations emerged, often 
made up of people and groups who 
had not worked together previously. 
These new formations have since been 
offered an unprecedented amount of 
resources, including staff, money, and 
media attention. There is a great deal 
of pressure for these groups to make 
good decisions about how to deploy 
these resources and there is a fear that 
these resources and this potent political 
moment may burn out. 

Inevitably, significant conflicts arose 
within these new formations, some of 
which caused harm. Safety measures 
related to the COVID-19 pandemic 
severely limited people’s ability to gather 
in person. Most connections between 
people and groups happened virtually. 
Because groups were so new, there 
may not have been time to build trust 
between people or to build processes to 
manage these new critical relationships 
and make decisions together. The 
people coming together have a shared 

commitment to shift resources and 
power away from police, but often are 
approaching this goal from very different 
perspectives. Because of the extreme 
sense of urgency and volatility, the 
conflicts that emerge escalate quickly. 
Those who have caused harm are 
called out and often punished in ways 
that caused more harm. The ongoing 
impact of harm then threatens the 
group members’ ability to work together 
effectively, and can lead to the collapse 
of a campaign that had promise. 

Because youth and young adult 
organizers have been a strong driving 
force in this movement, they are finding 
themselves in the position of having to 
work with older adults, institutions, and 
other more established entities. Over 
time, Mariame Kaba, an abolitionist 
organizer and educator who has been 
working on these issues for over twenty 
years, has mentored a number of youth 
organizers. Some of these organizers 
and others have reached out to Mariame 
when harm has been done inside these 
groups. Mariame has received so many 
of these requests that she identified a 
movement-wide need to pull together 
a framework with tools and associated 
training to support the use of human-
centered, non-punitive accountability 
practices in movement spaces. 
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About the Authors

The project is being overseen by Interrupting Criminalization, led by researchers 
Mariame Kaba and Andrea Ritchie. Interrupting Criminalization’s long-term goal is 
to end the criminalization and incarceration of women and LGBTQ people of color. 
The people involved with Interrupting Criminalization have the reputation and 
relationships to ensure that such a toolkit would make it into the hands of people on 
the ground. However, given the demands of the time period, they do not have the 
additional capacity required to develop such a toolkit on their own.

In order to meet this emerging critical need, they determined that it would be most 
effective to work closely with Dragonfly Partners, a process-oriented consulting 
group with expertise in coalition-building, consensus decision-making, conflict 
transformation, and harm-reduction in movements for racial and economic justice. 
Dragonfly Partners is based in unceded Nanticoke Lenni-Lenape territory known as 
Philadelphia. Dragonfly serves change-making organizations across the continent 
and worldwide. Our team members bring complementary skills from the fields of 
community organizing, advocacy and policy, organizational development, anti-racism 
work, mediation and conflict management.

Dragonfly Partners advises, supports, and facilitates times of change for our client/
partner organizations. We support them to make brave, principled and strategic 
choices on how to lead in a racist world. We help groups get unstuck, coach senior 
leaders, facilitate difficult conversations, manage change processes, develop 
theories of change, conduct strategic planning processes, develop strong and 
flexible organizational systems, and support organizations to choose thoughtful and 
brave ways to run a principled organization. Our sweet spot is at the intersection of 
advocacy strategy, organizational development, and organizational alignment with 
strategy and values. 

https://www.interruptingcriminalization.com/
http://www.dragonfly-partners.com/
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DRAGONFLY’S VALUES INFORM 
OUR WORK WITH OUR CLIENTS, 
PARTNERS, AND EACH OTHER:

We show up with kindness, warmth, and love.

We embrace contradiction and grey spaces. We are bridge people.

We’re brave and speak the truth even when it’s hard. 

Difficult conversations appeal to us because they contain the possibility of change.

We avoid formulaic answers in our own politics and in our approach with clients.

We remain hopeful about the group and the world even when things get hard.

Aarati Kasturirangan and Sara Joffe, both partners in Dragonfly Partners, co-
authored this framework (with contributions from Mariame) and the associated training 

curriculum with significant input from their team members, particularly Kris Smith. 
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Acknowledging the 
Shoulders We Stand On

We do not claim to have invented or to own any of the practices and insights 
described in this toolkit. This work grows from soil enriched with indigenous and 
aboriginal healing traditions and governance practices. These ideas are rooted in the 
imagination of prison abolitionists, queer Black feminist thought, and the lessons 
learned from years of implementation and experimentation with restorative justice, 
community accountability and transformative justice-based efforts to address 
harm. We also owe this framework to hundreds of years of work to dismantle white 
supremacy and build communities grounded in accountability, reciprocity, and ethics 
of care and love and abundance. 

Many of the tools that appear in this framework emerge from mainstream approaches 
to conflict negotiation, mediation, organizational development, and psychology. In 
some cases we have adapted these tools. The framework and the tools inside it have 
been filtered through a particular point of view that is feminist, anti-capitalist, and 
abolitionist. We recognize that the movement ecosystem includes organizations with 
a range of political and ethical groundings. We know that this framework may not 
resonate with everyone. 
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The framework and tools emerge from the decades of experience of the members of 
Interrupting Criminalization, Dragonfly Partners, and organizers and activists from 
around the country.  

This framework and the associated toolkit is intended to support your effort to 
navigate conflict with those who you presume to have a shared purpose. Each section 
of the toolkit includes reflection questions which we offer as an invitation to tap into 
your own knowledge and experience. The toolkit begins by defining key terms and 
then making visible the assumptions upon which the toolkit has been built. This 
list of assumptions answers the question, “In this moment, what are the conditions 
that we believe all people engaged in movements for racial justice can subscribe to 
regardless of their social identity, political beliefs, or strategy for making change?” 
Once we have made plain our assumptions, we describe several common causes of 
tension and harm in our movement formations. 

Once you have read through the assumptions and common causes of tension and 
harm, we provide a diagnostic tool to use when troubles arise in your group. It is 
important to determine what your group’s need is before using the tool, so that you 
can hone in on what is most useful and strategies that fit your need. If you use the 
framework and tools  too narrowly, you may fight when you could talk—you may 
call out when you could call in, you may harm relationships and people when you 
could connect, come near, cooperate, love in some way. If you use the framework 
too broadly, you may sacrifice the campaign, the movement, or some people to the 
oppressive system/s and badly-behaving people whose power you aim to diminish. 
You risk making them more, rather than less, powerful. The diagnostic tool will help 
you to narrow in on specific sections of the toolkit to attend to. It will also help you 
determine when it might be time to seek assistance from people outside the group 
and what kind of assistance would be most useful. Then we provide a few case 
examples of groups in struggle who might benefit from this toolkit. We developed 
these case examples from our experience and they do not reflect the 
exact experience of any one group.

What’s Inside?
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Next, we share a set of grounding agreements for our efforts to build new approaches 
to mutual accountability and transform conflict. With these agreements as a 
foundation, we offer some specific tools for accountability that can help you to 
establish a structure, culture, and practices that promote healthy interdependence.

It is our hope that this framework and the tools within it will support you in navigating 
many of the challenges you encounter as a group on your own. We follow this with 
descriptions of the various kinds of practitioners who can help, and recommendations 
for finding a practitioner that meets your needs. Throughout the document you will 
find links to websites, articles, videos and other resources you can explore to support 
your learning.  
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Key Definitions

As you enter into the framework, we believe it is important for us to make plain our 
definitions of several keywords. 

ACCOUNTABILITY

Accountability is closely tied to responsibility, commitment and support. In 
movement spaces, when we join a group, we make a commitment to take on 
certain responsibilities in order to advance the group’s overall purpose. This 
commitment can be implicit or explicit. The group, in turn, is then responsible 
for supporting the individual’s efforts to successfully achieve the desired 
outcomes associated with these responsibilities. 

Accountability refers to one person’s ability and willingness to report back 
to the group and/or the community the group represents on actions they 
have taken, things they have done or not done, or things they have said, to 
take ownership of the consequence or outcomes of their action, positive and 
negative, learn from mistakes, make amends as needed, and change their 
behavior in the future. 

To be accountable, the group, in turn, should name the actions or inactions of 
the group that may have made it difficult for group members to be successful, 
take ownership of the consequences, learn from mistakes, make amends 
and change group policies, practices, and culture as needed to increase the 
likelihood that group members will be successful in the future. 

For more about the concepts of self-accountability see 
Shannon Perez self-accountability in the abolitionist tools site 

(bit.ly/ConflictFramework1).

https://www.google.com/url?q=https://bit.ly/ConflictFramework1&sa=D&source=editors&ust=1631293299570000&usg=AOvVaw0G1eSEzWno_S_7raEYTWCN
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CALLING-IN

Calling-in is a practice used within groups of people who have a shared purpose when 
a member of the group takes an action that does not reflect the values of the group 
or breaks the named guidelines of group participation. The call-in is usually a one-
on-one conversation in which a supportive member of the group reminds their fellow 
member that the group has shared values and guidelines, supports them in reflecting 
on the ways their behaviors may have led to unintended consequences or harms, and 
continues to work with that person to make amends and change their behavior. 

CALLING-OUT

Calling-out is a practice most often, and most effectively used to publicly name 
the harmful behaviors of people with institutional or systemic power or cultural 
influence and may include demands for specific behavior change and redress. 
The call-out can be used to draw attention to harmful behaviors and increase 
public pressure on the person with power.

Within a group, people sometimes call-out fellow group members who have 
repeatedly been called-in but have not changed their behavior in meaningful 
ways. In this case, the call-out is usually done in the context of a full-group 
meeting or on social media. Within a group, a call-out is often received as a 
form of punishment meant to shame the individual who has caused harm. 

CONFLICT

Conflict is a state of being in which two people or parties see their point of view 
as in opposition to or incompatible with the other. Conflict occurs when someone 
needs something from another, and the other can't or won't give it to them. Conflicts 
can arise about a wide variety of needs, including money, safety, information, 
cooperation, and dignity. In some cases, a conflict can arise as the result of a mistake 
or miscommunication that has had the consequence of someone feeling as if their 
needs will not be met. 
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GROUP

People who share movement space, or coalition or group space, and who have an 
explicitly named shared purpose. 

HARM

Harm is the impact felt when a person is deprived of, or senses a threat to an essential 
need as a result of the action or inaction of another person, group, institution, or 
system. Essential needs can include access to care, food, shelter, money, safety, 
dignity, and bodily autonomy. People can also experience harm when faced with 
behaviors that mirror or embody past experiences of systemic harm. As such, many 
of us unintentionally cause harm by replicating internalized practices and norms that 
uphold systems of oppression. 

INTENT

Intent is the belief or desire that drives a person’s actions, which sometimes 
does not match the outcome or consequence of those actions. When we are 
part of a group of people who have a shared purpose, and when that group 
includes people whose identities reflect different positions in relation to power 
structures, we are best served by the belief that people are joining the group 
with the hope that they can move into right relationship, while recognizing that 
they must work hard to identify and disrupt internalized patterns of dominance.  

We believe that intent does matter - as a signal that someone is in the struggle 
to change. When good intentions that lead to unintentional consequences are 
met with punishment, the person who has been punished often ends up stuck 
in shame and hopelessness. However, when a person with good intentions that 
lead to unintentional consequences is called-in or asked to take accountability 
for their actions we allow that person to learn, make amends, and make 
changes. 
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INTERESTS

Interests are the deeper hopes, fears, needs, wants and desires that drive a person’s 
actions or opinions.

POSITIONS

A position is a specific stance, opinion or solution that one person has put forward 
because they believe it will meet their interests. Two people may assert different 
positions in response to a shared problem because they have not taken the time to 
identify all of the interests that are driving these positions. The perception that one 
person’s position threatens the other person’s interest can lead to conflict. However, 
once interests have been identified, both parties can work together to find a solution 
that meets the majority of both people’s interests.

PUNISHMENT

In psychological terms, punishment is a response to an undesirable behavior that is 
designed to stop that behavior. A punishment can be taking away something good - for 
example, the right to be part of a group, or to have a certain position in a group. A 
punishment can also be administering something painful to the person -  for example, 
by shaming the person, damaging their reputation, berating the person verbally, 
threatening future abuse, or physically abusing them. 
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TRANSFORMATION

Transformation occurs when the two people or parties start out seeing their point of 
view as in opposition to or incompatible with the other. The two people or parties go 
through a process that shifts their perspectives and allows them to come to a new 
understanding about what each party needs and how each party might be able to get 
their needs met. Conflict resolution implies that a conflict is resolved with one person 
being right and the other being wrong. In conflict transformation, the relationship 
between the two people or parties is where the change happens allowing for shifts in 
power dynamics, new ways of communicating, or new shared  understanding of what 
the conflict is about.

adrienne maree brown, an activist, writer and facilitator, 
has inspired some of our thinking in this framework.
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Our Assumptions

SECTION 2

“Dehumanization, although a 
concrete historical act, is not a 

given destiny but the result of an 
unjust order that engenders violence 

in the oppressors, which in turn 
dehumanizes the oppressed.”

- PAULO FREIRE
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Systems of Oppression 
Harm Us All

Powerful actors and institutions have successfully built, maintained and strengthened 
a system in which:

The racial hierarchy is kept in place, white supremacist cultural norms are the 
dominant norms in most spaces, and the racial wealth divide is growing.

Patriarchal gender norms effectively police human behavior and maintain power 
in the hands of those who uphold these norms.

Most people struggle to access good quality affordable housing, healthcare, 
nutritious food, education, air, water, and nature. 

Individuals, families and groups who have been targets of oppression often 
internalize the harmful messages about the inferiority of target group members.

Individuals, families and groups who have benefited from systems of oppression 
often internalize the harmful messages about the superiority of dominant 
group members. 
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Multi-faceted Movement Groups 
Make Change Happen

It will take a variety of strong, resilient movement-building organizations committed 
to collective liberation to shift power. Many of these groups will, by necessity, 
be intergenerational, multi-racial, cross-class, multi-issue or all of the above. If 
we want to redirect power in ways that hold systems accountable to the physical, 
psychological, socio-cultural and spiritual needs of people who have been targeted 
by systems of oppression, we will have to acknowledge the interdependence that is 
key to making change. 

This is the Work 

In order to cultivate a state of healthy interdependence, we must wade into the painful 
waters of past injustice and begin to develop and practice new ways to transform  
conflict and redress harm. As a part of this effort, we must each commit to humbly 
examining the ways we have internalized messages of inferiority and superiority, make 
healing a central part of our work together, and cultivate the skills we will need to 
build principled communities of struggle. 

This is the work. Sometimes, it is very difficult. It makes us feel uncomfortable. The 
path forward is not straight, nor is there a clear end. And it will take time; time to 
understand the sources of conflict, time to establish the purpose and structure of your 
group in ways that allow for healthy interdependence, time for people to be human 
with one another. Time for change. 

If we are lucky, it breaks down our walls - the armor we have built to survive in this 
harsh world. But then, we are courageous in conflict, we are direct, we connect, we 
transform ourselves and one another. There is joy. 

Together, we search for the places that are stained, soiled. We scrub away the residue 
of oppressive systems. We wash ourselves in the waters of healing, wring ourselves 
out, dry ourselves in the sun, and do it again, and again, every day. We soften the 
fabric, but make the weave strong. 



1 8 A S S U M P T I O N SS E C T I O N  2

Assumptions 

REFLECTION QUESTIONS

1

3

2

4

What are your implicit assumptions about how people should work together 
(individually and in your group)? How do these show up in the work?

Are there core assumptions that you need to agree on in your group?

What is your Theory of Change? Are you on the same page about what is 
needed to bring about the change you want to see? Do you need to be?

How do you see “the work”? Are you on the same page about seeing 
internal, personal and collective healing work as core to the struggle? Do 
you see skill-building as critical?  
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Common Sources of 
Conflict in Our Groups

SECTION 3

- AUDRE LORDE

“The true focus of 
revolutionary change 
is never merely the 
oppressive situations 
that we seek to 
escape, but that piece 
of the oppressor which 
is implanted within 
each of us.” 
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We Replicate Harmful 
Structures and Norms

Leadership, decision-making and group culture are based on or influenced by 
professional middle-class, heterosexual, middle-aged, white male standards, even in 
progressive groups which work to create alternatives. This disempowers and alienates 
people who are closest to the problems we seek to address. As a result the strategies 
and tactics of the group can be, at best, irrelevant to the problem and, at worst, can 
actually feed into systems of oppression they seek to dismantle. Inside the group, 
abusive behaviors can be viewed as normal ways of doing business or too difficult to 
address directly.

We Claim There Are No 
Structures and Norms

In reaction to the above, people in movement space often associate “structure” with 
oppressive hierarchy and leave structure and cultural norms undefined. Groups who 
attempt to have a flat structure or operate as a collective fall into this category. This 
type of structurelessness can often lead to disputes over who should lead, who owns 
ideas, who decides, how to decide, and who is in/who is out of the group. When there 
is no structure, people who are used to having power often assert an unnamed power 
in the group. Whatever happens, there are always relationships and dynamics of 
power; that’s our social condition. When power and responsibility are unnamed, it is 
difficult to hold people accountable for their actions. If no one is responsible for the 
work, or the work is not distributed well, it increases the likelihood that the work will 
suffer and that people will be harmed.
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We Avoid Conflict 
and Ignore Harm

In many spaces, avoidance of conflict, in the name of harmony, is the norm. 
Real solidarity requires acknowledging important differences in group culture, 
understanding of the issue, power, access to resources, and/or capacity. To 
achieve solidarity, we will inevitably find ourselves wading into the murky waters of 
misinformation, miseducation, and false assumptions. We will all undoubtedly make 
mistakes, say things that are grounded in unconscious bias or ignorance, and at 
times, cause harm. However, to avoid conflict or our own emotional discomfort, we 
allow mistakes and misunderstandings to occur without pausing to learn from these 
incidents. When conflict happens, we encourage compromise over wrestling with the 
tension. Instead of calling attention to harmful behaviors, we give people the benefit 
of the doubt. Weak accountability mechanisms allow toxic dynamics to gain traction. 
We transform conflict when healthy steps are taken towards accountability. 
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We Protect Ourselves By 
Punishing Other People

Living in an unjust society leaves people feeling wounded, separated from one 
another, burnt out and angry. As a result, people can lash out in ways that are 
disproportionate or misdirected. Some conflicts emerge around people or groups 
using their power in abusive ways. We need to stop abuse in its tracks. For 
years, grassroots activists and cultural workers have started creative models of 
transformational justice to deal with this type of oppressive conduct. Or they have 
organized; organizing is our highly developed, principled tool for holding an unwilling 
person or group accountable. As in public space, we want to move away from buying 
into the inhumanity of punishment while using strategic and principled tools to hold 
harmdoers accountable for what they've done and what they will do. 

Not all hurt and harm are the result of abuses of power. Hurt and harm are also 
present in conflict—that is, in disputes among people or groups who share an interest 
in moving toward right relationship. When faced with conflict, we often overreact, 
believing the other is abusing power, or that they are motivated by an intent to harm, 
when our unmet need or desire is in the way of our ability to resolve the dispute 
cooperatively. In this circumstance, transformation is not possible.

In movement spaces, we often talk about punishment as a tool of the system or of 
people in power. However, in truth, punishment is pervasive. We have all been hard 
wired to see punishment as the most effective way to manage other people’s behavior. 
Punishment makes us feel good. We see this play out in our day-to-day lives. We do 
not address the person we are in conflict with directly. We call people out in ways that 
blame, shame, and punish. We are unwilling to see nuance or allow space for people 
to learn and grow. We stagnate.

The imperative to punish those who wronged us is rarely questioned. Calling out some 
(or “cancelling,” as some refer to it), is potentially a helpful tactic when building power 
against a larger institution or a target with more power. However, the punitive use of 
“cancelling” people in coalition-building or team work can be damaging  and may lead 
to the dissolution of the group. 
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We Advocate for Our Position

As people who battle systems of oppression, we are predisposed to approaching 
situations in fight mode. Everyone comes with an agenda they want to push forward 
in the group. We behave as if the people around us are holding power over us and the 
things we care about. There is limited time devoted to building trust and solidarity 
inside organizations and movement formations. Different strategies for making 
change or political frameworks are seen as undermining one another when they may 
be complementary. We view ordinary tensions and polarities—such as the tension 
between the needs of the coalition with the needs of individual organizations—as 
intractable problems. We become stuck in our positions, unable to make meaning 
and transform conflict. 

We Are Driven by a Scarcity Mindset

Money and resource distribution are sources of conflict in many groups. Living under 
racialized capitalism, people are being betrayed by the system every day. People are 
taken advantage of, abandoned, and left to die. We have a deep sense of worry about 
whether and how we will survive. It is difficult to trust anyone who is responsible for 
distributing money and resources to do it ethically and responsibly because we do 
not see it happen very often. 

Capitalism encourages us to center individual needs. Across the wealth spectrum, 
we all have limited skills for talking about and making decisions about money and 
resources in a way that promotes collective well-being. When resources are plentiful, 
we may be confronted with suspicion and accusations of mismanagement from our 
people. We are seen as proxies for the state and are treated accordingly. Inside our 
organizations, we may feel confused and defensive. We have all been trained to hoard 
money in times of plenty and we have few models for how to spend in ways that invest 
in people now while acknowledging the need to plan for the future. All of these factors 
make it difficult to transform conflicts around money. 
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Sources of Conflict
REFLECTION QUESTIONS

1

3

2

4

How do you relate to structure and hierarchy? How does power play out in 
your group?

How do you view conflict? What are your norms for managing conflict?
What is your personal experience with punishment? Where do you see 
it manifest in the group, online, interactions, etc? What accountability 
mechanisms do you have in place?  When they don’t work, what happens?

Are you aware when you are advocating for a position? Do you know what 
your interests are (what matters to you) underneath that position? Do you 
know what others’ interests are?

Do you talk about money in your group? How do you talk about money? 
What happens when you do?
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Diagnostic Tool Questions

SECTION 4

We built this framework in hopes that you will be able to build a culture and 
structure that supports healthy conflict within your group. We believe that, if 
you put effort into it, the members of your group are capable of managing most 
conflicts that arise. Before using the diagnostic tool below, we recommend you 
read through the earlier sections of this document, including the introduction, 
key definitions, assumptions and common sources of harm. Reading those 
sections will help you determine whether or not this framework is likely to 
resonate with your worldview.

This diagnostic tool offers a set of questions to ask yourselves when you feel 
stuck or in over your heads and then points you to sections of the framework 
and associated tools to focus on. Should you require outside assistance, we also 
make recommendations for the types of practitioners who might be helpful in 
certain situations. 

With each question, if you answer “yes,” you can focus your reading on the 
subsections listed and the associated reflection exercises and tools. We hope 
that the act of completing this diagnostic tool will also help you to clarify the 
nature of the conflict. We have listed only the questions in the tool here. The full 
tool with suggestions for specific sections of this framework to focus on can be 
found in Appendix A.
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Is there a specific precipitating event, series of 
events, interpersonal or intragroup conflict, or 

criticism that you can name? 

YES, WE CAN NAME A SPECIFIC 
CONFLICT WE NEED TO ADDRESS

Start by reading through the Introduction, Key Definitions, 
Assumptions and Common Sources of Conflict and Harm

Check all that apply

Is the conflict with another group that has 
significantly more power than yours? 

DIAGNOSTIC TOOL

Do you believe the 
other group shares your 
commitment to shifting the 
arrangement of power? 

Do you believe that the 
other group is unwilling to 
shift the arrangement of 
power?  

We have listed only the questions in the diagnostic here. 
The full diagnostic with suggestions for specific sections of 
this framework to focus on can be found in APPENDIX A.
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Is the conflict between specific individuals or 
specific groups of people within the group or from 

within your wider circle of accountability? 

Is the conflict between people who have experienced historical 
oppression and dominant group members? 

Is the conflict about specific behaviors that have been named 
harmful? 

Is the conflict about the way things are being done in the group?

Is the conflict about people not meeting expectations or fulfilling 
responsibilities? 

Is the conflict coming from people who are finding it difficult  to 
understand how to plug in to the group?

Is the conflict around a topic that has come up many times but 
has never been resolved?

Is the conflict about people who have made mistakes, or fallen 
short of the group’s expectations? 

Is the conflict about a particular strategy or tactic group 
members are considering using to make social change? 

Is the conflict related to money or the allocation of resources by 
group members? 

NO, WE CANNOT NAME A SPECIFIC 
CONFLICT, HOWEVER, PEOPLE 

FEEL STUCK, OVERWHELMED OR 
LIKE THEY ARE ABOUT TO IGNITE. 

Start by reading through the Introduction, Key Definitions, 
Assumptions and Common Sources of Conflict and Harm
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Stories

SECTION 5

The following are a few vignettes about groups working to create a more just 
world and struggling with conflict. To protect the confidentiality of actual 
groups who have had similar experiences, we have created composites of many 
years of stories intended to demonstrate the key themes around conflict in the 
framework. They represent the very real struggles of many groups trying to sort 
out how to work through hard stuff and come out the other side intact.
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MEMBERSHIP-BASED GROUP

  
A member who was also a longstanding informal leader in the group called out 
the formal leadership for bias and favoritism in assigning leadership roles or 
giving credit to members. The member did this calling-out publicly, at a meeting, 
and then followed up in the group’s social media channels. This generated a 
flurry of response from other members, some of whom began to organize in 
support of the member who did the initial calling out. Leaders’ written response 
asking for time to explore and understand the critique further inflamed a group 
of members, who named specific leaders as the primary offenders. Leaders were 
not in agreement about how to proceed, factions developed, and two key leaders 
left the group.
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COALITION 1

The staff of a coalition of groups largely driven by youth advocates ran into 
conflict about what it meant to be accountable to the community. When 
called to be more transparent about the coalition’s finances, there was fierce 
disagreement amongst the staff around how much to disclose about money they 
had taken in and how it had been spent. Ultimately a decision was made, but 
few were really happy with it. Consensus was arrived at more out of exhaustion 
than from a true understanding of each other’s interests. Information was 
shared with the community, and some community members were angry that it 
didn’t reveal the full picture they believed should have been disclosed. When 
called to defend their decision, many younger staff members found themselves 
unable to do so, which frustrated or angered older staff, given that it was a 
consensus decision. The coalition continued its work with an underlying level of 
internal tension and a persistent current of mistrust in the community.
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COALITION 2

This coalition was loosely united by the commitment to stopping violence 
perpetrated against members of their community. People sidestepped 
disagreements over tactics to join in organizing and direct action. Latent 
differences surfaced over the public statements of an immigrant group 
leader, herself undocumented, who claimed to speak on behalf of the other 
undocumented people in the coalition. Some were worried that her inflammatory 
language would get in the way of a campaign victory which they saw as imminent. 
They also feared that the leader’s provocation was too risky for activists who 
were undocumented. 

While many saw the leader’s statements as tactically risky, people were not 
united in how to respond. Some felt strongly that as a person directly affected 
by the violence, the leader and other undocumented people should be trusted to 
assess their own risk; some felt that the leader was ego-driven and not actually 
representing the views of others directly affected, and therefore should be 
challenged; some felt that there should be a challenge, but that it should only 
come from BIPOC or immigrant members of the coalition. 

Before these disagreements could be resolved, an explosive fight broke out 
between the leader along with her allies on one side, and those who didn’t trust 
her leadership on the other. 

The coalition didn’t survive this fight.
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COALITION 3

After a very successful launching campaign, disagreements in a coalition 
erupted at their first planning retreat. Tensions had been brewing during the 
previous campaign between two cohorts: some Black members of the coalition 
who were older, cisgender male, straight, formerly incarcerated and who had 
no clear, strong organizational base but were great spokespeople for the issues; 
and a group of other white members (some cisgender women, straight and 
queer) who come from more well-resourced, professionalized organizations.

The Black formerly incarcerated leaders had a hit-or-miss track record of 
showing up to meetings and following through on agreed-upon commitments. 
At the retreat, they accused white coalition members of taking up too much 
power and space in the coalition and that decisions and strategy were not 
driven enough by the interests of Black incarcerated people. They explained 
their focus on grassroots organizing as their main priority. 

White leaders viewed the Black leaders as unreliable partners in the work, 
and felt left to pick up their slack, but were also sensitive to the need for Black 
leadership in the coalition. They struggled with how to be accomplices and 
were hesitant to push their critique directly with the Black members at the 
retreat. 

Unable to resolve this dynamic, after the retreat, the coalition hobbled along 
for a few months and then dissipated.
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ORGANIZATION

The organization has an anti- oppression lens and has committed to centering 
the voices of people directly affected by oppressive systems and policies, both 
internally and in their work. Affinity groups for BIPOC and queer staff support 
one another and have pushed the organization to address intersectional issues 
that affected their communities. A virtual forum was organized, billed as a 
“healing opportunity to hear one another’s stories.” At that session, a Black 
cisgender female participant, while speaking in very personal ways about her 
experience of systemic racism, included language that was interpreted by 
some queer participants as transphobic. A fairly awkward attempt by a white, 
trans participant to name this was seen as insensitive. Other queer, white 
participants joined in trying to explain. Vocal BIPOC participants reacted 
angrily, and queer BIPOC participants spoke of the pain of having to choose 
between their queer and BIPOC identities in the context of this conversation.  
After some heated back and forth, someone said this was not a safe space, 
and about half the participants left the meeting, effectively ending the forum.

There are many stories like these. What they have in common is 
getting stuck when a conflict emerges and not having the tools 

to navigate it without rupture. It is possible to work through 
each of these scenarios in a way that maintains relationship 
and connection, while being real about what matters to each 

party in the conflict. The tools here will help you do that.    
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Grounding Agreements for 
Principled Communities of 

Struggle and Practice 

SECTION 6
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 PRESUME AND BUILD SHARED PURPOSE

We are coming together with a shared purpose to dismantle systems of oppression 
and build liberatory systems of accountability, therefore we can presume we are in 
this together, though we may differ in how to achieve our purpose. We commit to 
building a shared understanding of this common purpose.

ACKNOWLEDGE AND VALUE OUR DIFFERENCES

Being in it together does not mean we have a shared experience of power, privilege or 
the systems we are trying to dismantle. We honor the experience of people closest to 
the issue we are trying to address and value their leadership. We acknowledge that 
people with privilege and power can also make meaningful contributions to change 
and invite their participation.

The sources of harm outlined previously do not have to derail our efforts to make 
change. Given our assumptions about the conditions we are organizing in and the 
common causes of tension, what are some things to keep in mind as we try to build 
human-centered, non-punitive accountability practices? How can we evaluate our 
accountability practices? What are our common goals? The grounding agreements 
described below can and should anchor our efforts to build principled communities 
of struggle. 
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UNLEARN AND LEARN TOGETHER

We acknowledge that, regardless of our relationship to the issue we are trying to 
address, we are all learning to unlearn internalized dominance and internalized 
oppression. Unlearning and learning can trigger physical, emotional and spiritual 
discomfort and pain. For those of us who are targeted by systems of oppression there 
is risk in changing one’s behavior and we may have been punished before.  

Most of us have had limited opportunities to practice accountability in the context 
of dismantling systems of oppression. We can all have compassion for ourselves and 
each other in not knowing how to transform conflict. We are all practicing in real 
time and will make mistakes. We can and should learn from those mistakes as we go. 
We recognize that the act of coming together to dismantle systems will require us to 
disrupt comfortability, question respectability politics and attune ourselves to the 
negative impacts of white-normative culture in our groups. 

We also want to make clear that people who have been targets of systemic oppression 
should not be expected to take on the role of teaching or guiding people with privilege 
and power to unlearn internalized superiority. However, people with power and 
privilege can and should support each other’s healing and unlearning. Similarly, in our 
groups, it can often be helpful to prioritize time and space for people who have been 
targets of systemic oppression to come together to support one another’s healing and 
unlearning. 

MAKE SPACE FOR DIFFICULT CONVERSATIONS

We acknowledge the inevitability of mistakes, misunderstandings, contradictions, 
critiques and conflicting ideas in groups. At times these moments of tension leave 
group members feeling uncomfortable, anxious, or may even be experienced 
as harm. Within the context of principled communities of care and struggle, we 
believe that many of these tensions hold the possibility of transformation. As such, 
we are committed to cultivating our capacity to tolerate discomfort and work 
through tensions. Where possible, we turn to the members of our group that have 
demonstrated skills related to physical and emotional self regulation, interpersonal 
communication and conflict negotiation to help us navigate these moments of tension. 



3 7 A G R E E M E N T SS E C T I O N  6

SET CLEAR GROUP GUIDELINES 

FOR PARTICIPATION

We acknowledge the reality that some people will use abusive behaviors intended 
to exert power and control over individuals in the group. If allowed to occur without 
intervention, these behaviors can threaten the physical, psychological and/or spiritual 
safety of group members. To minimize the potential for harm, we take the time and 
care to name specific behaviors that are against the group’s guidelines and detail the 
consequences associated with those behaviors. Also determine who, specifically, the 
group is accountable to - one another, a specific neighborhood, town, city or region, a 
particular constituency? 

We can also think about this in a more positive framing - setting clear guidelines and 
expectations around participation can support people’s efforts to plug in to your 
group in a meaningful way.  

PRACTICE ACCOUNTABILITY THAT BUILDS 

COMMUNITY AND HONORS HUMANITY

Systems of punishment have severed relationships, decimated our communities and 
perpetuated cycles of harm. In our principled community of care and struggle, we 
resist responses to harm that are designed to blame, shame, retaliate, isolate or 
punish. When we call attention to harm, we focus on behaviors. Our accountability 
practices shift power internally while nurturing healthy relationships and building 
community.  
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How well do these grounding agreements resonate with you?

What would you say you already subscribe to/practice/have in place?

What feels out of sync with your experience?

What feels challenging?   

Grounding Agreements
REFLECTION QUESTIONS

1

2

3

4
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Creating the Container

SECTION 7
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The grounding agreements offer groups a foundation upon which to build a principled 
community of struggle. Based on our years of experience accompanying groups 
through difficult periods, often marked by multiple sources of harm, we have learned 
that specific tools increase the likelihood that group members will practice self- and 
mutual accountability. 

First, it’s important to build a shared vocabulary for talking about issues related to 
accountability. By adopting a set of shared values known to foster communication, 
a group can build a culture within which accountability is second nature. A clear 
and defined structure increases accountability and decreases miscommunication, 
misunderstandings and conflict grounded in confusion. 

Finally, groups can set up specific mechanisms to address conflicts as they arise. 

SOME RESOURCES

Racial Equity tools Glossary (bit.ly/ConflictFramework2)
Values Creation Process for Groups (bit.ly/ConflictFramework3)

Setting up a group structure (bit.ly/ConflictFramework4) see next page

http://www.racialequitytools.org/glossary
https://bit.ly/ConflictFramework3
https://bit.ly/ConflictFramework4
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Clear and Defined Group Purpose and Structure
In an ideal world, a newly forming group will set up the group in ways that allow 
for healthy conflict to take place. Members of a group are more likely to work well 
together when expectations for group participation, roles and responsibilities in the 
group and decision-making processes are clear. However, this does not mean the 
structure has to be overly formal, hierarchical, or static. Groups and group structures 
often evolve over time to meet the changing needs of the group and the larger 
community of people that the group is accountable to. At any given point in a group’s 
life cycle, group members should be able to answer the following questions:

 What is our purpose and who are our people?

 Who is responsible for getting work done? 

 How do we share information inside the group and with our people? 

 How do we make decisions? 

 How do we manage conflicts? 

 How do we evaluate what’s working and what’s not?
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CREATE A STRUCTURE FOR YOUR GROUP 
USING THIS TOOL. IT INCLUDES HOW TO:

 Clarify the group’s purpose and people

 Determine roles and responsibilities of group members

 Determine the authority of the group

 Ensure effective communication internally and externally
 
 Agree on a decision-making method (with detail on how to do 
 consensus decision-making)

 Navigate conflict

 Do hygiene checks to evaluate what is and isn’t working

If your group is in the forming stage, you can also use 
the Community Rule Tool --bit.ly/ConflictFramework5

http://bit.ly/ConflictFramework41
http://bit.ly/ConflictFramework5
https://bit.ly/ConflictFramework5
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Tools for Conflict 
Transformation

SECTION 8

“I picture ‘calling in’ as a 
practice of pulling folks back 
in who have strayed from 
us. It means extending to 
ourselves the reality that we 
will and do fuck up, we stray, 
and there will always be a 
chance for us to return. 

NGỌC LOAN TRẦN
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Conflict is a natural, healthy and necessary part of any group dynamic when 
people are able to practice accountability. Groups that wish to cultivate a culture 
of accountability should articulate a shared set of practices or norms and embed 
these in all aspects of the group’s structure and function. Based on our experience, 
the following practices are critical to developing a culture of accountability and 
transformation.

ACKNOWLEDGE 
DIFFERENCES 
AND EMBRACE 

CONFLICT

DEFINE AND 
RESPECT 

BOUNDARIES

APPROACH 
ONE ANOTHER 
WITH A SPIRIT 
OF CURIOSITY 
AND INQUIRY

ACT WITH 
INTEGRITY

HAVE COMPASSION FOR OUR STRUGGLES 
WITH LEARNING AND UNLEARNING

PRACTICE DIRECT COMMUNICATION 
AND FEEDBACK

RESIST THE 
IMPULSE TO FIGHT 

AND PUNISH

EXPERIMENT, 
LEARN AND 

ADAPT

Groups may, of course, have other shared practices unique to their groups. Those 
listed are described in detail to offer you a firm foundation for your efforts to build a 
culture of self- and mutual accountability.
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ACKNOWLEDGING DIFFERENCES 
AND EMBRACING CONFLICT

While we may presume we are all here for the same purpose, our experience of the 
systems of oppression we are trying to change is very different depending on our 
political, social and cultural identities. In addition, we are bringing different skills, 
strategies, and tactics to this work. These differences in our perspectives may cause 
us to dig our heels into a particular position. We make inferences about other people’s 
motives (not good) and the roots of their positions (faulty).

Instead, we can come together with the understanding that these differences will likely 
cause conflict and tension in our group. We can call on one another to take time to 
learn about the different perspectives in the group. If we are able to work through 
these tensions, we may be able to emerge stronger.  

In many movement groups, we seek to center the leadership of people who have been 
targeted by the system. We do this to disrupt the cycles of oppression. At times, we 
may need to break up into smaller groups based on our identities to help clarify the 
roots of the dynamics we are experiencing, and work with people who have a shared 
identity to build support and identify our interests and brainstorm ways to move 
through conflict within the larger group.

However, in some spaces, we may inadvertently invert the oppressive hierarchy we 
were attempting to disrupt. For example, we explain away the abusive behavior of a 
leader who has multiple marginalized identities. People don’t call them on it to show 
that they “understand” why a person who has been oppressed would lash out. This 
enables harmful behaviors that will never contribute to collective liberation. Instead, 
we must build a culture that sets high standards for accountability, and also provides 
a high level of support to people in the group when they struggle to meet these 
standards. We do not have to punish, avoid or enable. We can support our people to 
transform in ways that promote accountability.
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Reflection Questions & Tools
ACKNOWLEDGING DIFFERENCES 

AND EMBRACING CONFLICT

  What is your personal relationship to difference and conflict? 

  What role have you tended to play in the group in addressing conflict 
  (for example, avoiding, mediating, instigating)?
 

 

1

2 What is your group approach to conflict?   

These two resources will help you answer this question:

Read this article by YOTAM MAROM ON MOVING TOWARD CONFLICT
bit.ly/ConflictFramework7

Take time to assess your group’s approach to conflict with this CONFLICT 
CULTURE ASSESSMENT FROM THE WILDFIRE PROJECT

bit.ly/ConflictFramework8

3 How confident are you in your capacity to de-escalate a situation?  

This resource can help you build skills to de-escalate a situation. 

CLARA METHOD OF DE-ESCALATION 

bit.ly/ConflictFramework9

http://bit.ly/ConflictFramework7
http://bit.ly/ConflictFramework8
http://bit.ly/ConflictFramework8
http://bit.ly/ConflictFramework9
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4

5

Has your group defined accountability and determined how it can 
be healthy?  

Have you addressed upfront how your group wants to approach 
calling in and calling out? 

This resource from The Wildfire Project will help. 

LESSONS ON INTERPERSONAL ACCOUNTABILITY

Some resources:

6 SIGNS YOUR CALL-OUT IS ABOUT EGO AND NOT ACCOUNTABILITY

Sonya Renee Taylor offers another tool beyond “call-ins” and “call-outs.”

14:40-17:46 “And this is why I am proposing a new way that we might be 
able to address harm when it happens. Yes, there will be times when it is 
appropriate to call someone out...there will be times when calling in is the 
best strategy...but I don’t think we have to be bound to the binary in this 
particular situation. I think there are other options we could do and I propose 
that we should all spend a little bit more time ‘calling on’...I can share with 
you how you harmed me and what you did and entrust you with the work 
needed to repair that harm and hopefully do a bit less harm in the future. I 
can call on you to learn better and do better.” Let’s Replace Cancel Culture 
with Accountability | Sonya Renee Taylor | TEDxAucklan

bit.ly/ConflictFramework10

bit.ly/ConflictFramework11

bit.ly/ConflictFramework12

http://bit.ly/ConflictFramework10
http://bit.ly/ConflictFramework11
http://bit.ly/ConflictFramework12
http://bit.ly/ConflictFramework12
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DEFINING AND RESPECTING BOUNDARIES 
AND PRIORITIZING SAFETY

“No matter what your workplace is, if you want people to...accomplish what 
they need to accomplish in the workplace, you have to take account of their 
emotional well-being and their relational well-being. Otherwise, all that has 
happened to people may very well sabotage what you’re actually trying to 
accomplish.” 

“Safety is not the same as comfortable. To make positive change, because 
this is all so deeply embedded in the way our culture works, it is not 
comfortable to make changes in these automatic reactions, but that doesn’t 
mean it’s not safe. And that’s an important differentiation. People will often 
feel uncomfortable and say, ‘I don’t feel safe.’ Really? Do you really not feel 
safe? You really feel that your body and your mind are in danger? Or is this 
just really uncomfortable? I think that’s a good strategy to use with each 
other as well. That change is not comfortable. And these deep down 
changes are very uncomfortable.” 

DR. SANDRA BLOOM

We can strive to build spaces where we do not sacrifice our own well-being to make 
other people happy. Instead we can focus on cultivating purposeful spaces that foster 
safety in multiple dimensions, including physical, psychological and emotional safety.

After doing the work to Create a Clear and Defined Group Purpose and Structure, 
at a group level it is important that group members and leaders uphold the clear 
boundaries of what the container is and isn’t so that people know which needs and 
purposes will be met through their participation in different spaces and which will 
not. For instance, if the group is currently meeting for 30 minutes about finances, 
and the group has recently had a falling out about an unrelated matter, it is important 
to be clear that the current container may not be fit to hold the other needs of the 
group and, wherever possible, to opt to schedule specific time and space to move 
towards understanding, acknowledgment, and towards a process of reconciliation or 
transformation.
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On an individual level, since we are different from one another, we also know that we 
each have different boundaries that are important to our autonomy and safety. These 
boundaries may be about physical touch, personal space, modes of communication, 
cultural sovereignty, religious beliefs, or even other things we have not anticipated. 
Where possible, the group can take steps to actively state boundaries of both 
individual group members and of the group process, respect those boundaries, and to 
take steps to repair boundaries when they are, often unintentionally, crossed.

Defining these individual and group-level boundaries and the words we use to hold 
boundaries and set expectations for building a culture that allows people to access 
safety is an important part of building a culture of transformation. For example, if we 
agree to be transparent, what does transparency mean? What boundaries can we set 
for ourselves that support us to be accountable to the group while also allowing us to 
meet our individual needs?

In the spirit of self-determination, personal autonomy, and collective care we come 
together with the hope that each person will take care of their own physical, mental 
and emotional needs, and that the group will create the container for this to happen.  
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Reflection Questions & Tools
DEFINING AND RESPECTING 

BOUNDARIES

  
  
 

1

RESOURCES: 

Step-by-step guide to safety planning (bit.ly/ConflictFramework13) - Creating a 
personalized list of 3-5 things that you can do in the moment to get yourself back 
to a state of calm or presence. 

“This is an individual strategy that then becomes a group approach. It means 
figuring out what emotions am I most likely to get triggered [by] and lose control 
so that I may do or say something that is a problem? And then developing some 
very simple physiologically-based strategies so when I feel my emotions rising, I 
do something that helps me maintain control and self-regulate. It’s an individual 
responsibility that goes into making the whole.” -Dr. Sandra Bloom on Making 
Positive Psychology Work Podcast  (bit.ly/ConflictFramework14)

On an individual level, we can practice strengthening our emotional self-
management.(bit.ly/ConflictFramework15)

Body work and generative somatics (bit.ly/ConflictFramework16) can support 
body regulation and stress management.  

INDIVIDUAL REFLECTION:

What are the signals that you are getting emotionally activated during an 
interaction (for example body temperature increasing, speaking faster, etc.)? 

What are some situations that can trigger those responses in you? 

When you notice those signals or triggers, what are some actions that you can 
take to regulate yourself before choosing your next action? What are some 
things that can help you pause? 

EMOTIONAL REGULATION AND 
SAFETY PLANNING:

http://bit.ly/ConflictFramework13
http://bit.ly/ConflictFramework14
http://bit.ly/ConflictFramework14
http://bit.ly/ConflictFramework15
http://bit.ly/ConflictFramework15
http://bit.ly/ConflictFramework16
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2

Think of your next meeting. What are some feelings that might arise in group 
members as they gather around the meeting topic? How might you use this 
information as data to plan for your meeting and create a space that welcomes 
all emotions? While groups may not be able to meet all the needs of their 
members, they can foster a space that acknowledges and validates the differing 
emotions that group members are bringing. 

On a group level, we can begin with creating a space that welcomes our emotions 
and the need to collectively adopt trauma-informed practices. “8 Practices For 
A More Emotionally Just Organization” (bit.ly/ConflictFramework17) provides a 
starting point  

Groups can also adopt the norm of selfkeeping, which assumes that individuals 
in a group will take care of themselves and let the collective know when they 
need something from the group. Learn about self keeping and how it differs 
from self-care (bit.ly/ConflictFramework18) from onbeinginyourbody (bit.ly/
ConflictFramework19) To learn more about how to practice selfkeeping, read My 
Body, My Home, A RADICAL GUIDE TO RESILIENCE AND BELONGING (bit.ly/
ConflictFramework20) by Victoria Emanuela and Caitlin Metz. 

GROUP EMOTIONAL REGULATION 
AND SAFETY PLANNING:

http://bit.ly/ConflictFramework17
http://bit.ly/ConflictFramework17
http://bit.ly/ConflictFramework18
http://bit.ly/ConflictFramework18
http://bit.ly/ConflictFramework19
http://bit.ly/ConflictFramework20
http://bit.ly/ConflictFramework20
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HAVING COMPASSION FOR OUR STRUGGLES 
WITH LEARNING AND UNLEARNING

We are each working hard to unlearn our internalized inferiority or internalized 
superiority within systems of oppression. We are each struggling to resist our cultural 
imperative to punish and shame those we perceive as causing harm. We are trying to 
imagine our way into a different paradigm for addressing conflict and harm. We are 
each trying to learn what it means to build a transformed society in which we are all 
free. 

We have compassion for ourselves and each other in this struggle. We regularly reflect 
on how white supremacy culture is showing up in our lives. We talk about our personal 
experiences with punishment.We endeavor to build a daily practice of inclusion and 
accountability. We turn away from actions designed to punish or shame people and 
turn towards those that affirm our shared humanity and accountability.

It isn’t easy to have compassion for one another in our learning. As Tema Okun has 
said in her work on white supremacy culture, “white supremacy wants us to attack 
each other as the problem.” In our movements, we sometimes weaponize learning 
tools and use them to scold, shame and beat each other up. We ask that you use the 
opportunities to reflect with the tools below with a spirit of openness, interest and 
investment in each other’s development and growth.  

“I hope we can use (this learning) to help us name the ways in which our 
conditioning might be getting in our own and each other’s  way rather than 
as an instrument of shame, blame, or accusation of not being good enough. 
The  dominant culture already gives us plenty of messaging about how 
deficient and wrong we are;  perhaps we can learn to show up to each other 
with more compassion (and give ourselves and  each other a break when we 
can’t). Some of the initial exploration may need to happen in separate 
groups for BIPOC and white people; it is important to then come back 
together in a spirit of learning and inquiry. We can be in this together.”

TEMA OKUN



5 3 T O O L SS E C T I O N  8

Reflection Questions & Tools
HAVING COMPASSION FOR OUR STRUGGLES 

WITH LEARNING AND UNLEARNING

Has your group explored how white supremacy culture shows up in your lives and 
your work together? 

Tema Okum, who first wrote about the characteristics of white supremacy culture 
in 1999, has created a new comprehensive WHITE SUPREMACY CULTURE 
WEBSITE (bit.ly/ConflictFramework21) with many resources, including a revised 
version of the characteristics: 

WHITE SUPREMACY CULTURE - STILL HERE (bit.ly/ConflictFramework22) It’s 
long, and well worth the time.

If you have more limited time to reflect together, use this, from Dragonfly, which 
includes a group exercise:

INCLUSIVE CULTURAL NORMS (bit.ly/ConflictFramework23)

On an individual level, you may also choose to do this WHITE SUPREMACY 
DAILY CHECK IN (bit.ly/ConflictFramework24)

Has your group explored your own experiences with punishment?  Have you 
explored together the work of abolitionist movements against punishment?  

QUESTIONS TO EXPLORE INCLUDE:

What is your first memory of being punished for doing something wrong?
What did you learn growing up about punishment?
What is your experience in your adult life with punishment?

Learn about the ONGOING WORK OF ABOLITIONISTS AGAINST 
PUNISHMENT (bit.ly/ConflictFramework25)

http://bit.ly/ConflictFramework21
http://bit.ly/ConflictFramework21
http://bit.ly/ConflictFramework22
http://bit.ly/ConflictFramework23
http://bit.ly/ConflictFramework24
http://bit.ly/ConflictFramework24
http://bit.ly/ConflictFramework25
http://bit.ly/ConflictFramework25
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APPROACHING ONE ANOTHER WITH 
A SPIRIT OF CURIOSITY AND INQUIRY

Knowing that we are different from one another and that we are unlearning and 
learning, we can build relationships with one another by asking curious questions, 
listening actively and taking the opportunities available to us to learn from one 
another. Though we may believe in our own point of view, we can remain both humble 
to the fact that we do not have all of the information and open to the possibility that 
multiple perspectives can help us deepen our work. 

Reflection Questions & Tools
PRACTICING CURIOSITY AND INQUIRY

It is the responsibility of all members of a group to cultivate a climate of openness 
and curiosity. These SKILLS FOR EFFECTIVE GROUP PROCESS IN 
MULTIRACIAL GROUPS (bit.ly/ConflictFramework26) will help you do that.

Has a conflict occurred? 

If so, use inquiry skills to ask QUESTIONS ABOUT THE CONFLICT  (bit.
ly/ConflictFramework27). This resource can be used for both individual and 
collective reflection. 

This CHECKLIST FOR POWERFUL CONVERSATIONS will support you on 
an individual level: (bit.ly/ConflictFramework28)

http://bit.ly/ConflictFramework26
http://bit.ly/ConflictFramework26
http://bit.ly/ConflictFramework27
http://bit.ly/ConflictFramework28
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ACTING WITH INTEGRITY

At times, we may be afraid of making mistakes, because we are afraid of becoming 
a target for other people’s anger. In truth, we cannot control what others do or say 
about us. We can only control our own actions and speech. Criticism, when delivered 
with care, can be an opportunity for learning, growth and transformation. When 
criticism is delivered as a form of punishment, we are best equipped to weather the 
storm when we know we have acted with integrity. When we act with integrity we: 

 Are clear about our purpose and who we are accountable to. 
Tell the truth.
Do what we say we will do.
Own up to our mistakes.
Learn from mistakes and make changes in response.
Don’t expect or require forgiveness or engagement to change.
Maintain the boundaries we need to keep ourselves safe and healthy.

At times, groups may receive negative feedback from people outside the group and 
the people the group is accountable to. Under these circumstances, it is natural to feel 
defensive, hurt or confused. Groups can get caught up in quickly responding to such 
criticisms, which may lead to unproductive and sometimes harmful exchanges. Acting 
with integrity becomes even more critical in these moments. When criticisms come to 
us from outside your circle of accountability we can: 

Acknowledge the criticism and reassert the purpose of the group and who we 
are accountable to. 
Share the criticism with our circle of accountability in order to be transparent. 
Ask ourselves - Have we been acting with integrity?

- If not, we can begin the process of moving back towards 
  alignment with the support of our circle of accountability. 
- If so, we can consider moving on with our work, and resist the 
  urge to react, defend, or counter critics.
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1

2

RESOURCE:

Set a regular time to do this quick personal VALUES CHECK-IN (bit.ly/
ConflictFramework29)

INDIVIDUAL REFLECTION:

Who is in your community of accountability? Write down the names of the 
specific people you can call on to help you to stay in alignment with your values.

GROUP REFLECTION:

What other groups are in your community of accountability? Write down the 
names of the specific people connected to groups you can call on to help you to 
stay in alignment with your values.

RESOURCE:

This POD-MAPPING WORKSHEET (bit.ly/ConflictFramework30) from the 
Bay Area Transformative Justice Collective walks us through the history of the 
term “pods” and includes an exercise for reflecting on and creating our own 
pods to support our accountability.

WHAT ARE MY VALUES? 
WHAT ARE OUR VALUES AS A GROUP?

DEVELOPING COMMUNITIES 
OF ACCOUNTABILITY

Reflection Questions & Tools
ACTING WITH INTEGRITY

http://bit.ly/ConflictFramework29
http://bit.ly/ConflictFramework30
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PRACTICING DIRECT COMMUNICATION 
AND FEEDBACK

Conflict and tension are normal occurrences in any healthy group, especially in groups 
where people come together across differences. By practicing direct communication 
when we are in conflict with the people around us, we can avoid misunderstandings, 
miscommunications, and mistakes that are grounded in false assumptions and 
misinformation. The goal of direct communication is not to make everyone happy 
or feel good about themselves. In fact, our desire to please others can often lead 
us to avoid being direct. Our goal is to be honest in the moment in ways that are 
compassionate. We do this by:

Communicating clearly and directly with group members, working to match 
intent and impact in interactions.
Being proactive in resolving conflicts and misunderstandings, especially 
across difference. This includes being able to effectively identify and interrupt 
microaggressions or other behaviors that undermine equity and justice. 
Offering feedback that is clear, balances honesty with care, and is delivered 
without blame or judgment. 
Using direct communication platforms like in-person, one-on-one, direct 
contact, not public forums or social media.

Some people have a naturally direct communication style, which can be perceived as 
helpful and also as pushy and aggressive, depending on the identity of the speaker, 
context and implicit group cultural norms. Dominant norms favor directness in class-
privileged, straight white men and indirectness for everyone else. Most of us have 
little personal and group-based experience of direct communication in the context of 
conflict or feedback that is clean and clear. The tools below are intended to support 
you in developing and practicing these skills individually and in your group.
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1

2

3

Group-level communication norms include mechanisms for communicating, but 
also expectations of how people in conflict can be direct and clear while also 
demonstrating care for one another.  

THIS RESOURCE WILL HELP: 

DIRECT COMMUNICATION IN THE CONTEXT OF CONFLICT (bit.ly/
ConflictFramework31) 

RESOURCES:

FEEDBACK SKILLS (bit.ly/ConflictFramework32)
FEEDBACK CIRCLES TOOL (bit.ly/ConflictFramework33)

How would you describe your own communication style?  

What has been your experience of being direct in 
communication with others in your group?

How would you describe the communication norms of your group?  

Has the group made its preferred modes of communication explicit?  

Has your group agreed on guidelines for feedback and created space 
for practice?

Reflection Questions & Tools
PRACTICING DIRECT 

COMMUNICATION AND FEEDBACK

http://bit.ly/ConflictFramework31
http://bit.ly/ConflictFramework32
http://bit.ly/ConflictFramework33
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4

This is often described as problems with people everyone finds challenging. 

(Trauma-informed approach) Interrupting/intervening resources:

“Who, Me, Lead A Group?” book by Jean Illsley Clarke - Question 7 - 
“What Will I Do If Problems Arise?” chapter preview of pages 75-87 (bit.ly/
ConflictFramework34).

This chapter helps to determine where the actual problem lies and offers 
suggestions for how to approach the situation.

Do you have strategies for dealing with challenges that arise within 
individual people, within yourself, or within the group as a whole?

http://bit.ly/ConflictFramework34
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RESISTING THE IMPULSE TO FIGHT AND PUNISH

Advocates are trained to fight for what they need - when we fight, we demand that the 
other side give us what we want and we are not concerned with their wants or needs. 
We stick to our position. Fighting is a critical tool to use when there is a measurable 
power differential between two groups of people. Punishment can also be a great 
advocacy tool - by enacting consequences that show the other side they have done 
something wrong, we maintain power in the situation. 

However, in many groups, fighting is the default even when navigating conflict inside 
the group. If we assume we have a shared purpose and that we are all learning 
and unlearning, we do not need to approach each other with a firm position or 
advocacy stance. We don’t need to fight. Within a mixed group, we can start with 
the assumption that we have enough power to get our interests met through talking 
or negotiation. If we have at least as much power as the other people in our group or 
coalition, joint problem-solving can result in new solutions we may not have come up 
with on our own. 

In some cases, a subset of the group may gather together to get clear on a shared 
set of interests to bring back to the larger group, or to the leadership. In a white 
supremacist society, leaders are primed to see these types of organizing activities 
as a threat to group integrity and may use punishment to discourage this type of 
organizing. 

Instead we can view this as an opportunity for people with shared concerns to get 
clear on what those concerns are which, in turn, can increase the likelihood of a 
productive joint problem-solving effort. If joint problem-solving is not effective within 
the group, spend some time considering why that is happening. 



6 1 T O O L SS E C T I O N  8

1

2

Learn more about INTERESTS AND POSITIONS. (bit.ly/
ConflictFramework35)

Learn more about WHEN TO TALK AND WHEN TO FIGHT. (bit.ly/
ConflictFramework36)

AGAINST-PUNISHMENT TOOLKIT (bit.ly/ConflictFramework25)

Are there sub-groups that can align around shared interests, and strategize on 
how to bring those shared interests to the wider group? 

Are group members weighing the gaps between their own individual interests 
and organizational interests?” 

Does it feel like there are still hidden interests, and are there enough interests 
on the table to be able to sufficiently start problem-solving?

Has everyone involved identified their interests or are we stuck 
in our position? 

RESOURCES

Reflection Questions & Tools
RESISTING THE IMPULSE 

TO FIGHT AND PUNISH

http://bit.ly/ConflictFramework35
http://bit.ly/ConflictFramework36
http://bit.ly/ConflictFramework25
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EXPERIMENTING, LEARNING, AND ADAPTING

As we unlearn the behaviors, ideas and norms that have been perpetuated by systems 
of oppression, we must experiment with new ways of being and doing things that 
are grounded in our vision for liberation. As we experiment, we can be sure that we 
will learn important lessons about what does and does not work as we build a new 
society. We are open to adapt as we learn from both our mistakes and our successful 
experiments. 

 “Knowledge emerges only through invention and re-invention, through the 
restless, impatient, continuing, hopeful inquiry human beings pursue in the 
world, with the world, and with each other.”

PAULO FREIRE, PEDAGOGY OF THE OPPRESSED

1 Have you established the expectation that the group is a space 
for learning? How might you....

Reflection Questions & Tools
EXPERIMENTING, LEARNING, AND ADAPTING
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2

3

Individual or Group Reflection: Brainstorm and explore 
expectations of the group as it grows and learns. 

RESOURCE

What may be some unfair or unreasonable expectations of group members and/
or leaders as they commit to their learning journey?

What may be some fair or reasonable expectations of group members and/or 
leaders  as they commit to their learning journey?

“Psychological safety is a climate in which one feels one can be candid. It’s a 
place where interpersonal risks feel doable, interpersonal risks, like speaking 
up with questions and concerns and half-baked ideas and even mistakes.” 

- Amy Edmondson on WorkLife with Adam Grant Podcast about Psychological 
Safety in workspaces, “Is it safe to speak up at work?”

LISTEN HERE. (bit.ly/ConflictFramework37)

READ HERE. (bit.ly/ConflictFramework38)

http://bit.ly/ConflictFramework37
http://bit.ly/ConflictFramework38
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Sample Mechanisms for 
Conflict Transformation

ESTABLISH COMMUNITY AGREEMENTS 
TO SET GUIDELINES FOR BEHAVIOR

We will respect each other’s bodily autonomy.

We will honor each other’s time.

We will communicate directly with each other when someone says or does 
something that makes us feel fear or pain.

We will attend at least 75% of all group meetings.

We will communicate when we are not able to meet the responsibilities we have 
agreed to take on in the group.

We will support each other’s need to take care of ourselves and our families.

INVOLVE THE COMMUNITY KEEPER

The role of the Community Keeper is to pay attention to the way people in the group 
are interacting with one another, create space to build community and trust, name 
conflicts when they arise, and intervene when group members are unable to navigate 
those conflicts on their own.  

The steps outlined below are for the Community Keeper.

WHAT IS THE SITUATION?  

Hear the story of the person/people who believe they have been harmed. 
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Create space for feelings to be expressed. Acknowledge the impact on them. Listen 
with compassion and humility. Ask questions in a spirit of inquiry. Ask them to think 
about what their specific needs, wants, hopes and fears are related to this situation. 
Try to determine who is responsible beyond the individual who caused harm - ask 
how the community is implicated. Try to assess if others in the group may have been 
impacted as well. Review the community agreements and accountability process with 
them. 
 

What is your understanding of the situation?

What is most important to you in this situation?

Why is that important?

What do you think a good outcome might look like?

What are the obstacles to reaching that outcome?

WHY HAS THIS SITUATION OCCURRED?

The Community Keeper calls on the individual who has been named as causing 
harm to do the work of making repairs. Ask them to share their perspectives on why 
they engaged in the behavior - what was the intent? Create space for feelings to be 
expressed. Listen with compassion and humility. Ask questions in a spirit of inquiry. 
Ask them to think about what their specific needs, wants, hopes and fears are related 
to this situation. Explain the impact of the behavior on group members. Encourage 
them to try to determine how the community is implicated beyond the person who 
has caused specific harm - how is community implicated? Review the community 
agreements and accountability process with them. 
 

What is your understanding of the situation?

What is most important to you in this situation?

Why is that important?

What do you think a good outcome might look like?

What are the obstacles to reaching that outcome?
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Based on the conversation with the harmed person and the person who has been 
named as causing harm, try to assess if the harm occurred as a result of:

A mistake, miscommunication, or misunderstanding 

A conflict of ideas, approaches, or priorities

An effort to exert power and control in the group

Confusion about roles, responsibilities, or decision-making processes

Group norms that are grounded in systems of oppression

TAKE ACTION TO REPAIR THE SITUATION

If the harm is determined to be the result of behavior that lies within the stated 
boundaries of the group (see Define and Respect Boundaries), the Community Keeper 
should work with all parties and the community to repair the harm with the aim of 
strengthening relationships and deepening mutual accountability. If appropriate, the 
person named as the one who caused harm should:

Regulate their own physical and emotional response to causing harm so that 
they can focus on the needs of those they harmed

Acknowledge the behaviors that caused the harm and the impact of those 
behaviors
 
Apologize for the behavior and ask if the apology can be accepted

If the apology can be accepted, ask what can be done to repair the harm

Work with the Community Keeper to repair harm

If these actions have taken place outside of the group meetings, the Community 
Keeper should work with both parties to determine how best to share the lessons 
from this process of mutual accountability with the full group. Ask group members to 
support both parties as they seek to transform the conflict. This is an important step 
in building a principled community of struggle. 
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If the harm is determined to be the result of behaviors that violate the boundaries set 
by the group or if the person who has caused harm continues to engage in harmful 
behaviors after multiple attempts to “call-in”:

Inform the person causing harm and the one who reported harm that if 
another harmful behavior occurs, the consequences outlined in the community 
agreements will be enacted.

If the person causing harm repeats the harmful behavior, be direct in reminding 
that person that they have agreed to hold themselves accountable.

Focus on the behavior and restate the community agreements.

Acknowledge the impact of the behavior on group members.

Enforce the consequences stated in the community agreements

Encourage group members to support both those harmed and the person who 
caused harm in ways that lie within the stated community agreements.

Avoid calling out in ways that shame, blame or punish.

REFLECT ON THE PROCESS

The Community Keeper or another leader in the group can lead the group through a 
process of reflection by asking these questions adapted from Kai Cheng Thom in the 
Loving Justice Framework (bit.ly/ConflictFramework40):

Were we completely honest with ourselves and each other? What questions still 
remain?

Did we approach the process with humility? Have we taken time to address the 
way we may have contributed to harm? 

Were we brave in our efforts to work through tensions and name harm? Did we 
confront our own biases and the possibility that we have replicated oppressive 
norms?

Were we kind and compassionate to all members of the group while honoring 
our boundaries? Did we respond in ways that reinforced positive behaviors and 
avoided shame and punishment?

http://bit.ly/ConflictFramework40
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Practitioners 
Who Can Help

SECTION 9
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COACHING FOR INDIVIDUALS

Coaches work with individuals or small teams to support their efforts to identify areas 
for growth, build new skills, and change their behaviors in ways that support their 
work. 

COMMUNICATIONS AND PUBLIC 
RELATIONS CONSULTANTS

Communications and public relations consultants work with teams to clarify their 
messaging, present their story, and manage crisis communications that may be 
needed when a group is dealing with major critique from inside or outside the group. 

DEVELOPMENT AND FUNDRAISING CONSULTANTS

Development and fundraising consultants can help you think through values-aligned 
strategies for getting the resources you need to support the work of your group. 

FINANCIAL MANAGEMENT CONSULTANTS

Financial management consultants can help you think through systems and 
infrastructure you might need to manage your money, build strong accounting 
practices, and make plans for future growth or times of challenge. 

In this section we list a wide variety of outside practitioners you can 
seek support from when navigating challenges in your group. We offer a 
description of the types of services provided by each practitioner and list 
some specific groups we have worked with in the past as a starting place. 

However, we hope that you will make a concerted effort to use the strategies 
outlined in the framework before turning outside the group for support. 
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GROUP PROCESS FACILITATORS

Group process facilitators specialize in holding space for difficult conversations and 
creating an environment that allows for everyone to contribute their best thinking.

HEALING ARTS PRACTITIONERS

Healing arts practitioners include spiritual guides, curanderas, energy healers, 
mindfulness coaches, and others who have built skills around guiding groups and 
individuals through processes or rituals with the intention of clearing blockages, 
healing wounds, and making space for new energies. 

INTERPERSONAL VIOLENCE COUNSELORS/
ADVOCATES

Interpersonal violence counselors and advocates work closely with survivors of 
violence and members of their support networks to address the emotional and 
physical trauma associated with interpersonal violence, to work with the survivor to 
develop a safety plan, and to help them explore options for engaging members of their 
community in that plan. These practitioners also can direct survivors of violence to 
other resources they may need. 

MANAGEMENT TRAINERS

As organizational leaders, committee chairs or other leaders inside a group, we may 
need to recruit or hire people into the group, manage projects or campaigns, delegate 
tasks to other group members, and ensure people feel supported and have clear 
expectations for what they need to do. All of these are management skills. Many of us 
never have the opportunity to focus on developing skills as managers. Management 
trainers can offer you tools, skills and ways of thinking about management to 
strengthen your group’s cohesion and effectiveness. 

The Management Center is an organization that focuses on helping people to build 
skills and problem solve management issues. Go to www.managementcenter.org.

http://www.managementcenter.org
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MEDIATORS 

A mediator works to support two people who are trying to navigate conflict, 
misunderstanding, or a change in their relationship. A mediator will often ask to 
meet with each person separately before the mediation session to get a better 
understanding of each person’s respective needs, wants, hopes and fears for the 
mediation. Mediations can take place in one session depending on the circumstances. 
A skilled mediator should be able to work across differences in race, ethnicity, 
gender, ability, sexuality or other significant differences in identity. However, for 
some participants, the identity of the mediator can have a strong impact on 
their sense of safety within the mediation. 

The Emergent Strategy Ideation Institute has put together a living document with 
mediation resources (bit.ly/ConflictFramework41) This document also includes a link 
to a guide for how to vet a mediator (bit.ly/ConflictFramework42).

ORGANIZATIONAL DEVELOPMENT CONSULTANTS

Organizational development consultants support groups and organizations to build 
strong, values-aligned organizational cultures, structures, policies and practices in 
service of their missions. An organizational development consultant can help you 
identify the root causes of specific organizational challenges you are facing and work 
with you to build the skills and knowledge you need to make change. Organizational 
development consultants recognize that organizations can themselves be places 
where people feel traumatized, and they seek to transform organizations into 
places where they can thrive. 

Resources for understanding organizational trauma can be found here (bit.ly/
ConflictFramework43).

PROGRAM EVALUATORS

Program evaluators work with an organization when group members are interested 
in learning about the quality and impact of their efforts to make change. Process 
evaluations focus on quality - how did we do the work, did we do what we set out to 
do, and did we do it well? Outcome evaluations look to see if we were able to make 
meaningful changes in the issues we care about. Program evaluators can also 
support you in identifying and testing your assumptions about how change happens. 

https://docs.google.com/spreadsheets/d/11vk5trBdLVoZyR655Idl5buSI_o9BF9MSTPIfE860I0/edit#gid=0
https://docs.google.com/spreadsheets/d/11vk5trBdLVoZyR655Idl5buSI_o9BF9MSTPIfE860I0/edit#gid=0
https://docs.google.com/document/d/1Ps6jRvwgdQuVflgl_x3GpBLzxg6tnfewgT_Cy4d_p-g/edit?usp=sharing
https://healingtrauma.janedoe.org/organizational-trauma/
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RESTORATIVE JUSTICE PRACTITIONERS

In a situation where one person has harmed another, or two people have caused 
harm to each other, a restorative justice practitioners works with the person who has 
been harmed, the person who caused harm, and the people who support them, as 
well as other affected community members, to create an opportunity for both parties 
to speak about what happened and to work with their support people to determine 
how to move forward in a way that holds the possibility of restoration. This approach 
prioritizes actions that repair harm, avoid punishment and shame, and allows the 
person who caused harm to make amends and remain in community. 

Northwest Justice Forum has compiled a directory of restorative justice practitioners 
based in the Northwest region of the United State (bit.ly/ConflictFramework44).

SOCIAL JUSTICE TRAINING ORGANIZATIONS

Social justice training organizations work with groups to build skills related 
to community organizing, advocacy, and campaign strategy, and tactics and 
considerations for actions designed to apply pressure, amplify an issue or resist unjust 
practices. Some social justice training organizations may focus on a particular issue, 
while others are more general. Many social justice training organizations also work 
with groups to address internal issues and support individual well-being within social 
justice work.  

A list of social justice training organizations can be found here (bit.ly/
ConflictFramework45).

ADDITIONAL RESOURCES

Check out these links for additional resources and practitioners whose work crosses 
many of the categories listed above:

relationaluprising.org 
communitytransformation.net 
raphah.org 
brianahermanbrand.com
elizabethclemants.com
jugnurj.org

https://www.nwjusticeforum.com/rj-directory.html
https://www.nwjusticeforum.com/rj-directory.html
http://relationaluprising.org
http://communitytransformation.net
http://raphah.org
http://brianahermanbrand.com/transformconflict.php  
http://elizabethclemants.com 
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Diagnostic Tool

APPENDIX

We built this framework in hopes that you will be able to build a culture and 
structure that supports healthy conflict within your group. We believe that, if you 
put effort into it, the members of your group are capable of managing most conflicts 
that arise. Before using the diagnostic tool below, we recommend you read through 
the earlier sections of this document, including the introduction, key definitions, 
assumptions and common sources of harm. Reading those sections will help you 
determine whether or not this framework is likely to resonate with your worldview.

This diagnostic tool offers a set of questions to ask yourselves when you feel 
stuck or in over your heads and then points you to sections of the framework and 
associated tools to focus on. Should you require outside assistance, we also make 
recommendations for the types of practitioners who might be helpful in certain 
situations.

With each question, if you answer “yes,” you can focus your reading on the 
subsections listed and the associated reflection exercises and tools. You may check 
all questions that apply. We hope that the act of completing this diagnostic will also 
help you to clarify the nature of the conflict.



7 4 D I A G N O S T I CA P P E N D I X

Is there a specific precipitating event, series of 
events, interpersonal or intragroup conflict, or 

criticism that you can name? 

YES, WE CAN NAME A SPECIFIC 
CONFLICT WE NEED TO ADDRESS.

Start by reading through the Introduction, Key Definitions, 
Assumptions and Common Sources of Conflict and Harm

Is the conflict with another group that has 
significantly more power than yours? 

DIAGNOSTIC TOOL

Do you believe the 
other group shares your 
commitment to shifting the 
arrangement of power? 

Do you believe that the 
other group is unwilling to 
shift the arrangement of 
power?  

GO THROUGH THE FRAMEWORK 
FROM REBECCA SUBAR’S BOOK 

WHEN TO TALK AND WHEN TO FIGHT 

NO, WE CANNOT NAME A SPECIFIC 
CONFLICT, HOWEVER, PEOPLE 

FEEL STUCK, OVERWHELMED OR 
LIKE THEY ARE ABOUT TO IGNITE. 

SKIP TO P. 81

(bit.ly/ConflictFramework39)

http://bit.ly/ConflictFramework39
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Is the conflict between specific individuals or 
specific groups of people within the group or from 

within your wider circle of accountability? 

Is the conflict 
between people 
who have 
experienced 
historical 
oppression and 
dominant group 
members? 

Is the conflict 
about specific 
behaviors 
that have 
been named 
harmful? 

GO TO GROUNDING AGREEMENTS

 Presume and Build Shared Purpose
 Acknowledge and Value our Differences
 Unlearn and Learn Together
 Make Space for Difficult Conversations

GO TO GROUNDING AGREEMENTS

 Make Space for Difficult Conversations
 Set Clear Boundaries for Participation
 Practice Accountability that Builds Community

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO TOOLS FOR CONFLICT TRANSFORMATION
 Review all subheadings 

GO TO PRACTITIONERS WHO CAN HELP

 Movement-oriented Trainers and Consultants
 Organizational Development Consultants  
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continued GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Acknowledge Differences and Embrace Conflict
 Have Compassion for Struggles With Learning and  
 Unlearning
 Approach One Another With a Spirit of Curiosity  
 and Inquiry
 Act with Integrity
 Practice Direct Communication and Feedback
 Resist the Impulse to Fight and Punish
 Experiment, Learn and Adapt

GO TO PRACTITIONERS WHO CAN HELP

 Organizational Development Consultants
 Program Evaluators

Is the conflict 
about the way 
things are being 
done in the 
group?

GO TO GROUNDING AGREEMENTS

 Review all subheadings

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO PRACTITIONERS WHO CAN HELP

 Organizational Development Consultants
 Program Evaluators

GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Acknowledge Differences and Embrace Conflict
 Have Compassion for Struggles With Learning and Unlearning
 Approach One Another With a Spirit of Curiosity and Inquiry
 Act with Integrity
 Practice Direct Communication and Feedback
 Resist the Impulse to Fight and Punish
 Experiment, Learn and Adapt
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Is the conflict 
about people 
not meeting 
expectations 
or fulfilling 
responsibilities?

GO TO GROUNDING AGREEMENTS

 Make Space for Difficult Conversations
 Set Clear Group Guidelines for Participation
 Practice Accountability that Builds Community and  
 Honors Humanity

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO PRACTITIONERS WHO CAN HELP

 Coaching for Individuals
 Management Trainers
 Social Justice Training Organizations

GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Have Compassion for Learning and Unlearning
 Approach One Another With a Spirit of Curiosity and Inquiry
 Practice Direct Communication and Feedback
 Resist the Impulse to Fight and Punish

Is the conflict 
coming from 
people who 
are finding it 
difficult  to 
understand 
how to plug in 
to the group?

GO TO GROUNDING AGREEMENTS

 Acknowledge and value our differences
 Set clear group guidelines for participation

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO PRACTITIONERS WHO CAN HELP

 Management Trainers
 Organizational Development Consultants
 Coaching for Individuals
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Is the conflict 
around a topic 
that has come 
up many times 
but has never 
been resolved?

Is the conflict 
about 
people who 
have made 
mistakes, or 
fallen short 
of the group’s 
expectations? 

GO TO GROUNDING AGREEMENTS

 Acknowledge and Value Our Differences
 Make Space for Difficult Conversations
 Practice Accountability that Builds Community and  
 Honors Humanity

GO TO GROUNDING AGREEMENTS

 Practice Accountability that Builds Community and  
 Honors Humanity

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO PRACTITIONERS WHO CAN HELP

 Coaching for Individuals
 Mediators
 Program Evaluators

GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Acknowledge Differences and Embrace conflict
 Approach One Another With a Spirit of Curiosity and Inquiry
 Practice Direct Communication and Feedback
 Resist the Impulse to Fight and Punish

GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Have Compassion for Our Struggles With Learning and  
 Unlearning
 Practice Direct Communication and Feedback
 Resist the Impulse to Fight and Punish
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continued GO TO PRACTITIONERS WHO CAN HELP

 Mediators
 Organizational Development Consultants

Is the conflict 
about a 
particular 
strategy or 
tactic group 
members are 
considering 
using to make 
social change? 

GO TO GROUNDING AGREEMENTS

 Presume Shared Purpose
 Acknowledge and Value our Differences
 Make Space for Difficult Conversations

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO PRACTITIONERS WHO CAN HELP

 Social Justice Training Organizations
 Group Process Facilitators

GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Acknowledge Differences and Embrace Conflict
 Approach One Another With a Spirit of Curiosity and Inquiry
 Resist the Impulse to Fight and Punish
 Experiment, Learn and Adapt

Is the conflict 
related to 
money or the 
allocation 
of resources 
by group 
members? 

GO TO GROUNDING AGREEMENTS

 Unlearn and Learn Together
 Make Space for Difficult Conversations
 Practice Accountability that Builds Community and  
 Honors Humanity

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure
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continued GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Acknowledge Differences and Embrace Conflict
 Approach One Another With a Spirit of Curiosity and Inquiry
 Resist the Impulse to Fight and Punish
 Experiment, Learn and Adapt

GO TO PRACTITIONERS WHO CAN HELP

 Organizational Development Consultants
 Development and Fundraising Consultants
 Financial Management Consultants

Is the conflict 
being 
generated by 
people outside 
your circle of 
accountability? 

GO TO GROUNDING AGREEMENTS

 Set clear group guidelines for participation

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO PRACTITIONERS WHO CAN HELP

 Communications and Public Relations Consultants
 Evaluators

GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Define and respect boundaries and prioritize safety
 Act with integrity
 Resist the impulse to fight and punish
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NO, WE CANNOT NAME A SPECIFIC 
CONFLICT, HOWEVER, PEOPLE 

FEEL STUCK, OVERWHELMED OR 
LIKE THEY ARE ABOUT TO IGNITE. 

ONCE YOU HAVE DEFINED THE 
PROBLEM GO BACK TO SECTION I.

Start by reading 
through the 
Introduction, 
Assumptions and 
Common Sources of 
Conflict and Harm

GO TO GROUNDING AGREEMENTS

 Unlearn and Learn Together
 Make Space for Difficult Conversations

GO TO CREATING A CONTAINER

 Clear and Defined Group Purpose and Structure

GO TO TOOLS FOR CONFLICT TRANSFORMATION

 Acknowledge Differences and Embrace Conflict
 Approach One Another With a Spirit of Curiosity 
 Practice Direct Communication and Feedback

GO TO PRACTITIONERS WHO CAN HELP

 Group Process Facilitators
 Organizational Development Consultants
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