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Ready?
Start
here.

Select a
facilitator.

Preferably someone
internal to the firm,
or a third party for
"hot" issues.

Identify
Secure
participants. concerns to
address.
Confirm participants,

including three or four
managementlevel
team members.

Collect this through
oneonones or a
survey.

Coordinate a
date.

Have participants
test their biases.

Set up a safe
space.

Contact participants and the
committee managementlevel
team to determine a time for
Courageous Collaboration.

Participants should take
Harvard's Project Implicit
tests and be prepared to
discuss results during
Courageous Collaboration.

Remind participants that
nothing should be taken
personal, and remind them of
the discussion's goals.

Outline the
identified
concerns.

Be careful to keep
things anonymous.

Discuss
self-tests.

Run to the Facilitate
Roar.
discussion.

Share how their results Share what would not
may influence how
normally be shared for
they hear information
fear of retaliation,
being shared.
condemnation or even
lawsuits.

Lead a discussion
where participants
share to help find
solutions for each
concern.

Develop timelines Move forward
for solutions.
together.

Discover
solutions.

Be prepared with one or
two solutions, and
develop solutions
together as a group.

Make sure proposed
solutions are realistic,
executable and affordable.

Identify viable solutions
and recognize individual
implicit biases that might
impede them.
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13 STEPS TO CONDUCT YOUR FIRM ’ S
COUR A GEOUS COLL A BOR A TION
PREPARATION
1. Select a facilitator. Preferably choose someone internal to
the firm or organization who everyone feels comfortable with.
However, if there is a really “hot” issue that may keep participants
from sharing freely with the facilitator, it may be worth having a
third party conduct the survey and then provide a sanitized report
(omitting names and identifying info).
2. Secure participation of three or four managementlevel team
members who are committed to the process, are decision
makers for the firm or organization, and who will act on the
identified solutions.
3. Identify two to three concerns to be addressed from each
segment of the firm or organization, i.e. associates and managing
partners. The facilitator may collect this information through one
onone discussions or through a survey of team members, or
may gather the sanitized information from the thirdparty
conductor. The concerns might be things you are already thinking
about, such as gender and race:
a. We’ve failed to retain three women associates of color in
the past year. Why?
b. How can we be more supportive of familyoriented team
members?
c. How can we facilitate the worklife balance goals of our
team members with the traditional partner track process?
4. Once the facilitator identifies key concerns from each party,
coordinate a date for Courageous Collaboration with
interested participants and the committee managementlevel
team members.
5. In advance of the Courageous Collaboration, the facilitator
should encourage ALL participating team members to take
several of the Project Implicit (hosted through Harvard
University) selftests pertaining to implicit bias, such as those
concerning gender and race, and let participants know they
should be prepared to discuss the results of their selftests during
the Courageous Collaboration.
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COURAGEOUS COLLABORATION
6. Once it’s time for the Courageous Collaboration, the facilitator sets the safe space, educating
team members that comments should not be taken personally and reminding them that the goal is to
share and recognize each other’s points of view and then work together to identify how to move
forward to overcome implicit biases in the workplace.
7. The facilitator will outline the concerns that were discovered through the oneonone
conversations and/or survey, but it is key that the facilitator not identify who raised which concerns.
8. The participants should think about the concerns against the results of their selftests, then
consider and share how the results of their selftests may be influencing their decisions, their
solutions and how they are hearing information being shared.
9. This is an opportunity for participants to #RunToTheRoar and share what would normally not be
shared for fear of retaliation, condemnation or even lawsuits. It is only with sharing that you get to
real solutions. Examples: I have never lived around, worked with or socialized with black people; I
resent that many white people do not believe there is such a thing as white privilege and all that
comes with it; I feel marginalized when my childcare issues are not taken into consideration when
planning firm events; I feel isolated because I am not sure that my samesex spouse and I are really
embraced by my colleagues; I feel that I am being undermined when I am excluded from client
development strategies.
10. The facilitator then leads a discussion where participants share with one another to help find
solutions for each concern. Sometimes the concern is an issue for the person sharing to
acknowledge that it is an issue and how he or she will use the insight in the future to be more
fairminded. Other times it will be a need for collective development of a solution.
11. The facilitator should be prepared with one or two solutions addressing each concern to
initially offer to spur dialogue and further ideas. However, it is extremely important that the facilitator
not be tied to his or her own solutions and instead enable the group to develop solutions together.
12. The facilitator should ensure each idea to address each concern includes a timeline for
implementation, and identify whether it requires committee review, board approval or funding. This
is where it is imperative managementlevel decisionmakers are involved in order to ensure the
proposed solutions are realistic, executable and affordable.
13. The end game is to come up with viable solutions and to recognize where team members’
implicit biases may be impeding development and the ultimate success of those viable solutions.
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