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“We are surrounded by racial 
inequity, as visible as the 
law, as hidden as our private 
thoughts.”  

Ibram X Kendi



Session Objectives

• Understand the Community of Solutions framework as a tool to advance 

equity community leadership

• Review qualities of Leading from Within, including Habits of the Heart

• Recognize the elements of Leading Together, including community co-

production



Community of Solutions



Leading from Within



Leading from Within

Leading from Within skills involve one’s inner journey as a leader, including the ability 

to: 

• Know yourself and what brings you to leadership

• Reflect, “fail forward,” and change as needed

• See and commit yourself to unlocking the leadership of others, especially those 
with lived experience of inequity and racism

• Approach change from a place of abundance

• Understand implicit bias

• Value difference – Habits of the Heart: (Palmer P. , 2000) 



Habits of the Heart

"Habits of the heart" are deeply ingrained ways of seeing, being and responding to life 

that involve our minds, our emotions, our self-images, our concepts of meaning and 

purpose in life. These five taken together are critical to sustaining a democracy:

An understanding that we are all in this together.

An appreciation of the value of "otherness."

An ability to hold tension in life-giving ways.

A sense of personal voice and agency.

A capacity to create community.



Defensive Moves

DENY

DEFLECT DEMAND

DEFEND

ADAPTED BY CATHY KIDMAN CONSULTING FROM FIERCE CONVERSATIONS BY 
SUSAN SCOTT DESIGN BY



What defensive move do you 
see in yourself most often?



Fixed versus 
Growth Mindset

WHERE THE LEARNING HAPPENS



Leading Together



"We are going to have to 
learn to restore trust that we 
DID not break." 

Charles C. Weathers, MBA 



Leading Together

Leading Together skills are grounded in the view of the community as a dynamic 

network of interacting people, organizations, and systems. It is necessary to lead 

together with others in a community to create effective, equitable change. Elements of 

Leading Together skills include:

• Developing trust, relationships, and interconnectedness

• Working through real and perceived power-dynamics and power differentials

• Collaboration (including integrating people most affected by inequities and 
racism in your work)

• Co-Designing solutions with people most affected by inequities and racism



Adapt in Action

Acting can be a  
motivational experience    
for people to learn and 
iterate to be effective.

Distribute Power

People can contribute 
their unique assets to 

bring about change 
when power is shared. 

z
Activate 

People’s

Agency

Unleash Intrinsic Motivation

Tapping into sources of intrinsic motivation 
galvanizes people’s individual and      

collective commitment to act.

Co-Design People-
Driven Change

Those most affected by     
change have the greatest  
interest in designing it in       
ways that are meaningful        
and workable to them.

Co-Produce in 
Authentic Relationship

Change is co-produced when 
people inquire, listen, see and 
mutually commit to one 
another.

IHI Psychology of Change Framework

Source: Hilton K, Anderson A. IHI Psychology of Change Framework to Advance and Sustain Improvement . Boston, MA: Institute f or Healthcare Improv ement; 2018. ihi.org/psy chology

http://www.ihi.org/resources/Pages/IHIWhitePapers/IHI-Psychology-of-Change-Framework.aspx


• Engage people with lived (or 

currently living) experience 

with the issue you are 

focused on

• Embrace lived experience as 

expertise

• Share leadership and power

Community Co-
Production and Co-
Design



Table Reflection and Sharing

Discuss at your table:

Who do you represent at your table?

Who is at your table in your Improvement Team work?

Who do you still need at your table? Do you need connections to fill certain 

gaps? Which gaps? 

Adapted from the “Who is at our tables?” tool created by Collective Impact Forum



Based on Lisa VeneKlasen and Valerie Miller, A New Weave of Power, People and Politics: The action guide for advocacy and citizen participation.

Recognizing Power



What’s 1 power you have that you can use 
to Lead Together and advance health 

equity in OC?

What might be your fears around sharing 
power?



Facilitation Strategies for 
Conversations about Equity



• Have hope. Unconditional positive regard & radical 

hope that change is possible. Be willing to try, to 

learn new things, do new things, change and grow.

• Name it. Name power dynamics, name racism, 

make the implicit, explicit. Be willing to have 

meaningful conflict.

• Feel it. Say what we feel and feel what we say. Be 

vulnerable and lean into discomfort. Use "I" 

statements to describe your experience.

• Both/and. Hold the tension of both/and thinking, 

rather than either/or thinking.

• Commit to non-closure. This is just the beginning.

Touchstones for Conversation about Equity

• Listen & share. Listen before you speak and 

don’t make assumptions - suspend judgment 

and get curious. Make room for all voices, 

paying attention to hierarchical – step up and 

back. Be aware of power dynamics and 

emotional labor.

• Respect & Growth. Honor that we are all at 

different places in our personal journeys, with 

different experiences AND be willing to be 

called in to deeper learning/reflection (call 

others in instead of calling them out). Embrace 

differences and be open to learning from each 

other.



What Is An Open Honest Question?

• An open, honest question invites narrative rather than a yes or no response 

(open) and doesn’t show preference for a specific answer (honest). 

• It is the opposite of a closed-ended leading question, which encourages a 

short or single-word answer, or steers the person toward a preconceived 

answer (control). 

• The best single mark of an open, honest question is that the questioner 

could not possibly anticipate the answer.

From: Kate B. Hilton, Institute for Healthcare Improvement Faculty Lead, Psychology of Change, 2022 



Examples of Open Honest Questions

How do you feel about it?

What’s your biggest hope?  What’s your 
greatest fear?

When have you faced a similar issue in the 
past?  What did you learn then?

What would help you now?  Who might 
support you?

What is holding you back?  What is urging 
you on?

From: Kate B. Hilton, Institute for Healthcare Improvement Faculty Lead, Psychology of Change, 2022 



Listen to Understand (Not to Fix or Respond)

“Our stories are caught in our throats. We need 

someone to listen to our stuttering, stammering 

plea to be heard. We need deep listening. We need 

good, welcoming silence… When this attentive 

silence opens to me, I gather the courage to 

speak, to be heard, to be myself….”

Mary Rose O’Reilley, Radical Presence

From: Kate B. Hilton, Institute for Healthcare Improvement Faculty Lead, Psychology of Change, 2022 



Equality is leaving the door open for anyone 
who has the means to approach it; equity is 
ensuring there is a pathway to that door for 

those who need it.

- Caroline Belden in the Equity vs. Equality Series, The Inclusion Solution



Please evaluate this 
session: Leading from 
Within & Leading 
Together – Going Deeper

Aim your phone’s camera 
at the screen, click this QR 
code, and a short survey 
will open. Thanks for 
helping us improve.
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