5 Minutes – Let's do a quick 3 minute talk at our table about all the differences you think you will encounter when you are coaching others.  At the end of 3 minutes  
Campaign Lab coaches build high participation locals through equity-centered coaching.  
To coach for equity and with equity you have to be able to fully do the following: 
See the person, see the system, and see the interaction between the two. 
We believe that requires the following 3 Commitments 
· Curiosity over Assumption 
· Impact over Intent 
· Awareness over Neutrality 
5 Minutes – Discuss at your tables, As a coach, what do you think this looks like in practice? 
10 Minutes Content -  (Much of this is in their Coaching Across Differences Guide – There are too many slides and too much script – with the exception of the Intersectionality and how the Wheel is put together, the rest of this until the activity can be treated as review. ) 
This next section involves  the pre attendance work you were asked to do that included a guided reflection using the Wheel of Intersectionality.  This work  \invites us to reflect on how our identities shape how we show up in spaces, how we interact with others, and how power operates through us—often without our awareness. 
 
Intersectionality, a concept coined by legal scholar and civil rights activist Kimberlé Crenshaw describes how multiple social identities intersect to shape experiences of privilege and oppression. Building on Crenshaw's framework, educators and social justice organizations later developed visual tools such as  Sylvia Duckworth's 2020 Wheel of Power and Privilege to illustrate how overlapping identities interact with systems of power, advantage, and marginalization. 
Definition of  Intersectionality is a framework for understanding a person, group of people, or social problem as affected by a number of discriminations and disadvantages. It takes into account people's overlapping identities and experiences in order to understand the complexity of prejudices they face.  
 
Let's go over how the Wheel is organized  
· Power: Identities in this inner most ring are seen as valued and their voices, ideas, and opinions are respected in a room.  
· Erased: People who exist in this ring the are often the forgotten ring or have their identities erased  or are marginalized in unique ways. Some these people can “pass” and “choose” to be marginalized or privileged when it benefits them 
· Marginalized: People who exist in this ring  experience more overt discrimination and are most impacted  by systemic discrimination. Underrepresented in media unless they serve negative purpose:  ( mascots, jokes, criminals, etc) 
 
Key Reminders  
• Remind participants that the ring
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Key Reminders  
• Remind participants that the rings describe how identities are valued by systems, not the worth of individuals. 
• Emphasize that power is contextual and fluid—identities may move across rings depending on space and setting. 
• Invite participants to focus on self‑reflection, not labeling or analyzing others. 
• Name that most people hold identities across multiple rings, including both power and marginalization. 
• Clarify that “passing” often relates to safety and survival, not ease or advantage. 
• Encourage reflection on how identities influence who speaks, who is heard, and who takes up space. 
• Reinforce that privilege is about impact and responsibility, not intent or guilt. 
• Prompt awareness of how unexamined power can silence, erase, or marginalize others unintentionally. 
• Set a boundary: this is not a space to compare oppression, disclose others’ identities, or justify harm. 
Considerations When Coaching Across Differences  
1. Coaching Is Never Separate From Power 
The relationship is not just Coach ↔ Leader. 
It is also: 
· Race ↔ Race 
· Gender ↔ Gender 
· Staff ↔ Member 
· Manager ↔ Employee 
· HQ ↔ Field 
· Older ↔ Younger 
· Credentialed ↔ Non-credentialed 
People enter coaching conversations carrying their lived experiences with power. 
  
A useful coaching question: 
"How might the power differences between us be shaping what is easy or difficult to talk about today?" 
Communication and trust are influenced by race, class, gender, role seniority, and power dynamics. 
  
2. Assume Difference Matters, But Don't Assume You Know How 
Common coaching mistakes is: 
Minimizing Difference 
"We're all the same." 
Overgeneralizing Difference 
"Because you're a woman/person of color/support professional, you must experience X." 
Instead: 
· Stay curious 
· Ask rather than assume 
· Let the leader define their experience 
Examples: 
· "How does your identity show up in this situation?" 
· "Do you think race, gender, role, or another factor is affecting what is happening?" 
· "What dynamics am I not seeing?" 
  
3. Separate Behavior From Identity, While Still Paying Attention to Identity 
Strong coaches avoid two traps: 
Trap A 
Explaining everything through identity. 
Trap B 
Ignoring identity completely. 
Good coaching asks: 
· What happened? 
· What behavior occurred? 
· What systemic dynamics may also be present? 
For example: 
A woman leader receiving feedback about being "too direct." 
A coach should explore: 
· What specific behavior occurred? 
· What impact did it have? 
· Would a man displaying the same behavior receive similar feedback? 
· How might gender assumptions be influencing interpretation? 
   
4. Watch for Credibility and "Prove-It-Again" Dynamics 
Leaders from historically marginalized groups often carry additional burdens: 
· Needing to demonstrate competence repeatedly 
· Being scrutinized more closely 
· Having expertise questioned 
· Being interrupted or overlooked 
A coach should help the leader: 
· See the pattern clearly 
· Avoid internalizing systemic problems as personal failures 
· Identify what is within their control 
· Develop strategies while also naming inequitable dynamics 
  
5. Be Alert to Common Misreads 
Several predictable misinterpretations show up repeatedly: 
· Directness becomes "aggressive." 
· Emotion becomes "unstable." 
· Reserved behavior becomes "disengaged." 
· Informal communication becomes "unprofessional." 
· Relational leadership becomes "soft." 
The coach's role is to help the leader evaluate: 
Is this a performance issue, a communication issue, a perception issue, a bias issue, or some combination? 
  
6. Listen for Adaptations 
Sometimes what looks like a weakness is actually an adaptation. 
Examples: 
· Over-preparation 
· Being hyper-careful 
· Avoiding conflict 
· Excessive deference 
· Controlling details 
Before coaching someone to change the behavior, ask: 
"What has this behavior helped you survive, navigate, or accomplish?" 
  
 
 
7. Create Psychological and Identity Safety 
A leader should not have to choose between: 
· Being authentic 
· Being successful 
Coaches build safety by: 
· Listening before advising 
· Being willing to hear difficult truths 
· Acknowledging mistakes 
· Inviting correction 
· Naming uncertainty 
One of the most powerful coaching moves is: 
"I may be missing something because of my own experience. Help me understand." 
  
8. Practice Cultural Humility Rather Than Expertise 
The coach is not expected to know everything about another person's experience. 
The expectation is: 
· Humility 
· Curiosity 
· Accountability 
· Learning 
Rather than: 
"Let me explain your experience." 
Try: 
"Help me understand how you're experiencing this." 
  
9. Focus on Impact, Not Intent 
Differences often create misunderstandings. 
When they occur: 
· Explore impact first. 
· Explore intent second. 
Questions: 
· "What impact did that have on you?" 
· "What impact do you think it had on others?" 
· "What would repair look like?" 
This keeps coaching grounded in learning and growth rather than blame. 
  
10. Help Leaders Navigate Systems, Not Just Individual Behaviors 
Coaching should not only ask: 
"How could you do better?" 
It should also ask: 
"What is the system rewarding, discouraging, or making difficult?" 
Examples: 
· Who gets speaking time? 
· Who gets stretch assignments? 
· Who gets second chances? 
· Whose expertise is trusted? 
 
Why Coaching across Differences Matters 
Power, credibility, communication, trust and identity shape coaching relationships - your ability to do this well increases your effectiveness and builds stronger leaders who can do the same. 
Inclusive, Democratic relationships build high participation and shift culture within locals. 
 
30 Minutes – Small Group Discussion 
You will need your guided reflection you completed before you arrived.  
Form groups between 2 and 5,  you choose – but they should be small enough and brave enough for good conversation.  
 
Begin your sharing about your experience with tool and guided reflection in any way that you like.  However, be sure to discuss how you intend to incorporate this into you your coaching practice.  
 
 
 
 
 
10 MInutes – Whole Group Discussion and Key Points 
 Coaching is never separate from power 
Assume difference matters 
Create psychological and identity safety 
Focus on impact not intent  
The goal is not perfection—but greater awareness, so we can choose to show up in ways that reduce harm and expand belonging between our coaching community and our campaign leads 


