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About Peer Exchanges

      In 2016 B Lab launched the B Corp Inclusion Challenge to respond to a growing need in our 
world for businesses to meet concrete, measurable and aspirational goals on our way towards 
an inclusive economy. An inclusive economy is one that works for everyone, especially those 
systemically disenfranchised — whether through racism, misogyny, xenophobia, classism, 
ableism, homo- and transphobia, or other institutional and historic forms of oppression.

      Peer Exchange1 is a part of the support B Lab is offering for the Inclusion Challenge because we 
know that for inclusive policies and practices to be effective, they need to be accompanied by 
deep reflection and organizational change work. Peer Exchanges are small groups of B Corp 
employees who are passionate about creating an inclusive economy. These groups will build a 
safe space over several weeks for meaningful conversations about how companies can make a 
cultural shift towards inclusion. They will also be spaces for peers to support one another in 
Inclusion Challenge implementation.  

What is this?

      We reached out to dozens of B Corps to understand what type of support you most needed to be 
successful on your B Corp Inclusion Challenge. We learned that you were seeking a space to 
connect and collaborate around issues of inclusion.

      We heard that you wanted to have powerful conversations about the role your  business can 
play in reversing inequality.

      We heard your desire to build justice into your everyday work, and to connect with others who 
were doing the same.

      We heard that you wanted a non-judgmental space to learn, and a roadmap to guide you 
through a topic that can feel high stakes and emotionally charged.

      The Inclusion Challenge Peer Exchange is a first attempt to help. (We are learning all the time). 
While robust, this Handbook is not comprehensive. This work will hopefully  open up further 
dialogue and action within your company that will outlive the Peer Exchange process and 
even the Inclusion Challenge. 

Where did the idea for Peer Exchanges come from?
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How to Use These Tools
      These tools are a set of guideposts and suggestions. They’re designed to be more of a tour book 

than itinerary. Feel free to use this handbook however you and your group decide will be the 
most helpful. 

      That said, we know some people love an itinerary - so here’s a suggested path through this 
handbook:

1. Decide how you want to meet. It could be by phone or in person. 
2. Choose a Facilitator of the Day (you’ll do this for each session).
3. Hold bi-monthly sessions to maintain momentum.
4. Each meeting, move through the suggested agenda (you’ll find that at the beginning of 

every session section in this toolkit). 
5. Remember which Deep Dive Conversation your group has decided to bring back to your 

company. (See more about Deep Dives below).

What’s in this handbook?

● Small Group Session Agendas. Use these to facilitate your regular Peer Exchange calls. 
● Methods. These are the heart of the handbook. Methods are concrete, practical 

exercises to help you move through the Inclusion Challenge. Each session agenda is 
associated with a few suggested methods. 

● Pre-Work. We’ve included some materials to help you prepare for each of the suggested 
sessions. Sometimes pre-work is a worksheet, reading, a reflection activity, or 
something to do at your company and bring back to your small group. How you use 
these assignments is up to you.

Deep Dive Conversation Guide. A deep dive is a longer conversation focusing on a specific 
inclusion-related theme and outcomes that a Peer Exchange will practice as a group and then 
be invited to facilitate with their colleagues at their company. Your Peer Exchange groups were 
matched in part based on your interest in similar deep dive topics.

Your Deep Dive Conversation Guide will contain guidance both on how to facilitate your deep 
dive with your colleagues at work and how to practice first with your Peer Exchange. You’ll be 
prompted to refer to your Deep Dive Conversation Guide during Session #4.

Connect with other Peer Exchange groups.
Connect periodically with the Peer Exchange Group on the B Hive to see an evolving list of 
FAQs, and to share your experiences and learn from other groups. 

Additional materials to consider:
● Doodle polls [doodle.com] for easy scheduling
● Google Hangouts, Skype or Free Conference Call [freeconferencecall.com], for a free 

conference line
● A shared Google Drive folder for a collective workspace 

Peer Exchange Handbook 3Introduction

https://bcorporation.force.com/bhive/_ui/core/chatter/groups/GroupProfilePage?g=0F9C0000000PYF5
http://doodle.com/
http://doodle.com/
https://www.freeconferencecall.com/


Facilitator of the Day
      Before each session, choose a facilitator for the day. This person’s role is to create a 

space for group members to learn, reflect, share, and connect, ensuring that the group 
taps the knowledge, experience and voice of each member. Rotating facilitation is a 
way to build equal leadership into the group structure.  Here are the facilitator of the 
day’s key responsibilities:

Support the group to feel safe. Enable everyone’s full power and presence.
● Be sure that everyone gets to participate, not just those who feel most comfortable 

speaking up. Some strategies include:
▪ Directing specific questions to quieter individuals.
▪ Connecting after the call individually with those who were dominant or with 

those who were quieter. Hear more from them, and invite them to try playing 
the opposite role on the next call.

● Focus on what’s best for the group, rather than any one individual.
● Ensure the group follows its co-created agreements.
● Manage emotions and conflict when necessary. See more information about how to 

do that here.
● Never underestimate the transformative effect of communicating to your group 

members that their experience matters.

Prepare ahead of time.
● Review the session agenda ahead of time.  Ensure group members have completed 

relevant pre-work items and know when and how to join the group conversation. 
● Help the next facilitator of the day prepare by coordinating with them regarding 

pre-work necessary and confirming the time and date of the next session.
● Identify a notetaker for each session to record notes for the memory of the group. 

Keep time.
● Offer periodic time check-ins.
● Help keep the group conversation on topic and relevant. 
● Make process suggestions to help the group along.
● Summarize discussions and note key points to help further learning.
● Use a “parking lot” to note questions or concerns.

The role of the facilitator of the day is NOT to:
● Be an expert on the day’s topic.
● Take responsibility for group members’ feelings
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The relationships between group members is crucial to the success of the group. “Creating a safe 
container”2 means creating a sense of safety and support for each group member. No single 
person - even a facilitator - can make a space safe on their own. Rather, all members must 
contribute. If done well, a safe container allows for old beliefs to be deconstructed to make space 
for new ideas and behaviors that are in greater alignment with diversity, equity and inclusion.  
Personal and group agreements help reinforce a safe container.

Personal Agreements
When deciding to be a part of the Peer Exchange process, commit to showing up personally in a 
way that supports the group. This will demonstrate your trustworthiness to the group.

▪ Be consistent and accountable.
▪ Be attentive to group as a whole, as well as the individuals within the group.
▪ Listen empathetically.
▪ Genuinely find something that is interesting or compelling about each person in the group.

Community Agreements
Community agreements help define the group’s expectations of one another and those who serve 
as facilitators for the day. One of the group’s responsibilities is to make sure these agreements are 
upheld. This isn’t about creating rules—it’s about creating and clarifying agreements and 
expectations that allow everyone in the group to participate. In order for these to be meaningful, 
they need to come from the group itself.

Here are agreements that you might consider. You’ll be invited to recommend which of these 
agreements - and any others - that you’d like to suggest for your Peer Exchange Group to uphold.

Keep it Confidential
Group members will respect the confidentiality of sensitive information shared within the group 
and will not disclose confidential information to members outside the group.

Instructions: Read the following two pages about agreements that can help create the 
sense of safety people need to dive into the hard conversation. 

Reflect! 
● Are there any of these agreements that you already use in your work or life? 
● Are there any of these agreements that might feel challenging?

Pre-work for Session #1
Reading: Creating a Safe Container
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One Person, One Mic
One person speaks at a time. It can also be useful to ask people to leave space in between 
speakers, for those who need more time to process words, or are less comfortable taking airtime 
in a conversation.

No one knows everything, but together we know a lot
This means we all get to practice being humble, because we have something to learn from 
everyone in the room. It also means we all have a responsibility to share what we know, as well 
as our questions, so that others may learn from us.

Move up, Move back
If you’re someone who tends to not speak a lot, please move up into a role of speaking more. If 
you tend to speak a lot, please move back into a role of listening more. 

We can’t be articulate all the time
As much as we’d like, we just can’t. Often people feel hesitant to participate for fear of “messing 
up” or stumbling over their words. We want everyone to feel comfortable participating, even if 
you can’t be as articulate as you’d like.

Be mindful of time
This helps to respect everyone’s time and commitment. Please come back on time from breaks, 
and refrain from speaking in long monologues.

Be curious
When we approach problems and challenges with curiosity, we are more able to be open to 
learning, growing, and changing. Allow space for play, curiosity, and creative thinking.

Be generous with each other
Nobody is perfect. Be generous with your listening, trying as best as you can, to assume positive 
intent. This is a space for learning.

Attunement
Attunement is a combination of empathy, mindfulness, immediacy, active listening, and 
presence. Any of these skills on their own is not attunement, but combined, they allow someone 
to feel that you are with them, trying to ‘tune in’ and understand their experience.

Reading: Creating a Safe Container
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Pre-work for Session #1

Written Reflection:
Draft Your Inclusion Story
In preparation for the first Peer Exchange session with your group, consider using a set of guiding 
questions to create your personal story of inclusion3.  Sharing these stories as a group will build 
trust, support the group to identify and honor commonalities and differences, and clarify values. 
Sharing stories builds empathy, a critical component of engaging in work to bring about an 
inclusive economy.

Ground Rules

● You don’t have to answer all questions.
● You don’t have to explain any of your answers.
● Everything you choose to share later is confidential.
● When you choose to share, responses will be accepted for what they are- there are no 

wrong answers.

Instructions
In your notebook write (or draw) your responses to the questions. During the first session with 
your group, you will be invited to share your story with the group. 

Questions

1. What is your name? Is there a story to your name?
2. How does/did your family identify themselves?
3. What are the varieties of ways you have identified yourself?
4. When did you first become aware of being part of a particular group?
5. When have you felt different from those around you? When have you felt connected to 

others around you?
6. When was a time you felt powerful because of your identity?
7. When was a time you felt disempowered because of your identity?
8. What is an early memory of injustice?
9. What events in your life led you here, to the work you do through your business? To 

working on the B Corp Inclusion Challenge?
10. Why does an inclusive economy matter to you? To your business?
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Session #1
Creating a Safe Container 

Session One is all about establishing trust within the 
group, co-creating agreements, and sharing stories.

What you need to have prepared
● Read “Creating a Safe Container.”
● Write your Inclusion Story. Consider sharing stories with one another via email or a 

shared Google folder in advance of the conversation.

After this session, you’ll be able to…
● Progress with deeper conversations around diversity, inclusion and equity, after having 

laid the foundation of a safe space.

Suggested flow for facilitators: 90 minutes
● 10 minutes - Method (A): Transition (p. 9)
● 15 minutes - Method (B): Personal Experience (p. 10)
● 15 minutes - Method (C): Inclusion Challenge Check-In (p. 11)
● 15 minutes - Method (D): Group Agreements (p. 12)
● 30 minutes - Method (E): Inclusion Story Sharing (p. 13)
● 5  minutes - Method (F): Closing (p. 14)

Prepare for Session #2 
1. Identify who will facilitate the next call or meeting and confirm the time. The next 

session’s facilitator should plan to send a reminder with any relevant pre-work attached.
2. Review Pre-Work for Session #2, Glossary of Terms, in preparation for the next call.
3. Share your reflections, learnings, and insights with other Peer Exchange groups on the B 

Hive Group : Inclusion Challenge Peer Exchange.
4. Provide feedback for this session through this 3 minute survey.
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Method (A)
Transition

WHAT THIS GETS YOU: Transitions help group members to focus on 
the conversation at hand.

ACTIVITY TYPE: Group Check-in

TIME:  5-10 minutes  
(See suggested flow for facilitators for time).

Instructions: 
Take turns sharing your answers to the following prompts. Select the prompts that 
are most applicable to your group during any given session:

● Introduce your name, gender pronouns, role within your company, and role with 
the Inclusion Challenge within their company.

● Review objectives for today’s session.
● Review the co-created group agreements.
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WHAT THIS GETS YOU: A sense of the similarities and differences in 
experience level with these topics within 
your group.

ACTIVITY TYPE: Group Check-in

TIME: 15 minutes

Instructions: 
Have each member share which of the below levels of comfort and experience they 
most identify with, and what associated questions they have for the group about 
diversity and inclusion.

● Diversity and Inclusion (D&I) is a new arena of thinking for me and not 
currently part of my business practice. These are my questions.

● I have thought about D&I some, and have begun to engage these 
competencies into my business practice. These are my questions.

● I have taken a workshop or two on D&I, and when it is clear these issues 
are at play in my business practice, I pay attention to it. These are my 
questions.

● D&I practice is a core competency for me. I see D&I implications in almost 
every aspect of my business and engage through that lens. These are my 
questions.

Method (B)
Personal Experience
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WHAT THIS GETS YOU: An opportunity to learn and share practical steps 
to make progress on the B Corp Inclusion 
Challenge.

ACTIVITY TYPE: Group Check-in

TIME: 15 - 20 minutes, see suggested 
flow for facilitators

Instructions: 
Take turns sharing your answers to the following prompts. This is meant to be a brief 
share to identify further conversations to have with group members offline.  Select 
the prompts that are most applicable to your group during any given session:

 
● Which of B Lab’s Inclusive Economy Metrics is your company working to 

improve upon?
● What progress have you made since our last check-in? (The first time you 

complete this Method, share the progress you’ve made on the Inclusion 
Challenge so far. Examples might include: we’ve measured our baseline; we’ve 
shared our targets with the rest of the company; we’ve created a plan for 
improvement; we’ve started researching best practices).

● Where are you stuck? What support do you need? (See if there is anyone in the 
group who might be able to provide a suggestion or a resource. Decide to 
connect after the call).

● How would you like the group to hold you accountable to making progress by 
the next meeting?

Method (C)
Inclusion Challenge
Check-In
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WHAT THIS GETS YOU: Group agreements that support group safety.

ACTIVITY TYPE: Community building

TIME: 15 minutes

Instructions: 
Discuss the following questions:

● Which of the group agreements from Creating a Safe Container (p.5) would you 
like to propose that this group upholds? Are there any additional group 
agreements you would like to propose to the group? Record these.

● Decide which group agreements you’ll practice together to maintain a safe 
space. 

● If the group or a member breaks an agreement, how will you handle it? 
● Discuss how you’d like to meet - via phone, skype or in person? How often 

would you like to meet? Perhaps decide whether you’d like to pick a recurring 
time or whether you’d like to schedule each meeting at the end of the previous 
meeting. Discuss anything else around planning how you will come together 
moving forward.

Method (D)
Group Agreements
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WHAT THIS GETS YOU: A strong foundation supports difficult 
conversations about inclusion.

ACTIVITY TYPE: Community building

TIME: 30 minutes

Instructions: 
● Have your personal inclusion story ready to share. 
● Each person shares by reading all or part of their response for 5 minutes, with 

their peers actively listening and not interrupting. After a person shares, be 
sure to acknowledge their story.

● After all have spoken, group members summarize the common themes and 
lessons learned during the storytelling exercise. 

Method (E)
Inclusion Story Sharing
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WHAT THIS GETS YOU: A closing helps you transition from this 
conversation into the rest of your day.

ACTIVITY TYPE: Group check-out

TIME: 5-10 minutes  
(See suggested flow for facilitators for time).

Instructions: 
Take turns sharing the following:

1. If you made a commitment during the grounding, share how successful you 
were with upholding that commitment during this session.

2. Share a word or phrase of appreciation for yourself, someone in the group, or 
the group as a whole. 

Method (F)
Closing
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This glossary4 is designed to help Peer Exchange members understand the terms that are likely 
to come up in conversations around diversity, inclusion and identity, and learn definitions of 
words based on a justice perspective. As the topics of diversity, inclusion, and identity (e.g., race, 
gender, class, ability, sexuality, health status, immigration status, etc.) can create 
misunderstandings and potential conflict, it is helpful for a group to craft a common language.

Pre-work for Session #2
Reading: Glossary of Terms

ALLY: Someone who makes the commitment and effort to recognize their privilege (based on 
gender, class, race, faith, sexual identity, etc.) and work in solidarity with oppressed groups for 
justice. Allies acknowledge disadvantage and oppression of other groups than their own; take 
risks and supportive action on their behalf; commit to reducing their own complicity or collusion 
in oppression of those groups and invest in strengthening their own knowledge and awareness of 
oppression.

APPRECIATIVE INQUIRY: An approach to business change that uses an asset-based approach 
rather than a deficit or a needs assessment approach. It draws on what is working and allows 
everyone engaged in the process to feel good about themselves, understand and appreciate the 
many assets they have, and draw on these assets to problem-solve. More about this approach 
here.

CO-DESIGN: The process and outcome of joint planning, designing, responsibility and goal 
setting of a project or initiative. Co-design is intended to eliminate power dynamics, promote joint 
ownership and give voice to all involved in the project.

COMMUNITY WISDOM: The collective knowledge and experiences of the people who make up a 
community. Viewed as an authentic and vital resource in any capacity building or 
transformational change process. 

CULTURAL HUMILITY: The ability to maintain an interpersonal stance that is other-oriented (or 
open to the other) in relation to aspects of cultural identity that are most important to another 
person. Three factors guide one towards greater cultural humility: 

1. A lifelong commitment to self-evaluation and self-critique through reflection and learning; 
this includes a willingness to acknowledge that we have not and will not arrive at a finish 
line – this is life-long work; 

2. A desire to fix power imbalances where none ought to exist; and,
3. Aspiring to develop partnerships with people and groups who advocate for others within 

the larger organizations and systems in which we participate.

CULTURE: Behaviors, norms, attitudes and assumptions that inform how people work together 
and express values, myths and worldviews. It includes creative expressions, community practices 
and material or built forms. Can characterize an institution, business, society or group. Culture 
serves as a roadmap for the members of a group. 
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DISCRIMINATION: The unequal treatment of members of various groups based on race, gender, social 
class, sexual orientation, physical ability, religion and other categories.

DIVERSITY: The collection of differences and similarities of a group. Diversity is not a person; it is a 
culture we all create. In the context of a business, the wide range of backgrounds and social 
groupings that co-exist amongst the community members, e.g.,  ethnic, racial, gender, sexual 
orientation, class, immigration status and much more.

EMPOWERMENT: The outcomes of people gaining the skills, awareness (access to information and 
resources) and opportunities (decision-making and active participation) to impact their own lives 
and the lives of others. 
At the individual level, empowerment is the capacity to exercise power over one’s life by being 
skilled, critically aware and active in creating change. 
At the organizational level, empowerment requires being supported through the organization’s 
culture, vision and systems to effect change that support one’s individual empowerment. 

EQUITY: The condition that would be achieved if one's intersecting identities no longer predicted, in 
a statistical sense, how one fares. This includes elimination of policies, practices, attitudes and 
cultural messages that reinforce differential outcomes by identity or fail to eliminate these 
differential outcomes. Businesses paying attention to equity identify opportunity gaps for certain 
demographic groups, emphasize equitable results explicitly in the company’s mission statement and 
performance review processes.

ETHNICITY: A social construct that divides people into smaller social groups based on characteristics 
such as shared sense of group membership, values, behavioral patterns, language, political and 
economic interests, history, and ancestral geographical base. Examples of ethnicities include African 
American, Arab, Irish, Chinese from Vietnam, Indo-Caribbean, etc.

INCLUSION: Authentically brings traditionally excluded individuals and/or groups into processes, 
activities and decision- and policy-making.

INTERSECTIONAL ANALYSIS: Exploration of the ways race, class, sexual orientation, gender identity, 
etc. may impact an individual and one’s treatment in society. 

ISMs: A way of describing any attitude, action or institutional structure that subordinates (oppresses) 
a person or group because of their target group, color (racism), gender (sexism), economic status 
(classism), older age (ageism), religion (e.g., anti-Semitism), sexual orientation (heterosexism), 
language/immigrant status (xenophobism), etc.

OPPRESSION: Prejudice + Power. The systematic targeting or marginalization of one social group by a 
more powerful social group for the social, economic, and political benefit of the more powerful social 
group. Oppression can manifest through racism, classism, sexism, heterosexism, and other isms. 
Only the dominant group can be oppressive (i.e., racist, classist, etc.) because only the dominant 
group has the power. The culture of injustice; unjust exploitation, or domination of others. 

PEER EXCHANGE: An approach to group learning that relies on facilitated dialogue among peers or 
participants. Efforts are made to ensure that no participant assumes a position of privilege or power 
that is higher or lower than another.

Reading: Glossary of Terms
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POWER: Access to resources and to decision makers to get what one wants done, the ability to 
influence others, the ability to define reality for oneself and potentially for others. Power can be 
visible, hidden, or invisible. Power can show up as power over others, power with others, and/or 
power within. 

POWER RELATIONSHIPS: Describes connections based on sharing and building power, in contrast 
to privilege and power as a zero sum proposition. Power sharing includes strategically addressing 
individual behaviors, institutional practices, and public policies to create equity and creating 
opportunities for everyone involved to feel valued, empowered and fully engaged.

PRIVILEGE: A right that only some people have access or availability to because of their social 
group memberships. Because hierarchies of privilege exist, even within the same group, people who 
are part of the group in power (white/Caucasian people with respect to people of color; men with 
respect to women or gender nonconforming; heterosexuals with respect to people who identify as 
queer, adults with respect to children, and high-income people with respect to low-income people) 
often deny they have privilege even when evidence of differential benefit is obvious. See the term 
"right" also in this glossary. Privilege can manifest through visible advantages such as access to 
wealth, professional opportunities, and social status, as well as more subtly through, for example, 
freedom of behavior and setting the standard of “normal” against which others are judged. 
Dominant group members may be unaware of their privilege or take it for granted.

RACE: A social construct that artificially divides5 people into distinct groups based on 
characteristics such as physical appearance (particularly color), ancestral heritage, cultural 
affiliation, cultural history, ethnic classification, and the social, economic and political needs of a 
society at a given period of time. Racial categories subsume ethnic groups. 

RIGHT: Entitlements or freedoms, e.g., human rights, that justifiably belong to every person, 
regardless of their social group membership. Rights are unable to be taken away from or given away 
by the person possessing these rights.

SELF-DETERMINATION: The ability to choose for one’s self goals, roles, philosophies and beliefs 
outside the influence of society, the media and external expectations.

TARGET/NON-TARGET: “Target group” is a term used to describe people of color and other 
marginalized groups who have been historically and currently "targeted" within U.S. society as "less 
than" or different in an inferior way from the dominant population. The statistical odds for 
successful outcomes are less for members of a target group.  By contrast, “Non-target” groups are 
more likely to operate from a view that their "way" is normal and to receive unearned privilege and 
increased life chances such as longer mortality, employment, access to credit and higher incomes.

TRANSFORMATION: A permanent and sustainable change.

TRANSPARENCY:  Open and honest sharing of information to make sure everyone in the 
community understand the purposes, methodology, dissemination strategy and potential impacts 
of a change effort.

VALUES: The characteristics that individuals, business and communities hold to be important.

Reading: Glossary of Terms

Peer Exchange Handbook 17Session #2



Prepare for Session #3

1. Identify who will facilitate the next call or meeting and confirm the time. The next 
session’s facilitator should plan to send a reminder with any relevant pre-work attached.

2. Share your reflections, learnings and insights with other Peer Exchange groups on the B 
Hive Group : Inclusion Challenge Peer Exchange.

3. Provide feedback for this session through this 3 minute survey.

In Session Two you’ll work on the building blocks of shared 
language around diversity, inclusion and identity.

After this session, you’ll be able to…
● Identify concepts, words and phrases that may create misunderstandings and potential 

conflict given the metrics selected for your Inclusion Challenge.
● Understand and apply best practice inclusive language to fuel healthy engagement across 

difference. 

Suggested flow for facilitators: 90 minutes
● 10 minutes - Method (A): Transition (p. 9)
● 10 minutes - Method (G): Grounding (p. 19)
● 20 minutes - Method (C): Inclusion Challenge Check-in (p. 11)
● 40 minutes - Method (H): The Power of Language (p. 20)
● 10 minutes - Method (F): Closing (p. 14)

What you need to have prepared
● Read the Glossary of Terms

Session #2
Developing a Common Language
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Method (G)
Grounding

WHAT THIS GETS YOU: Groundings help group members to have 
conversations from a place of safety 
and authenticity.

ACTIVITY TYPE: Group Check-in

TIME:   5-10 minutes (See suggested flow for facilitators for time).

Instructions: 
Guide the group in a grounding exercise using the following prompts. This will be 
the grounding exercise you use for the remaining of the Peer Exchange.

● Ask members to take a moment to feel present to this call and to remove 
distractions.

● Prompt the group to do the following grounding exercise, or create another 
that feels comfortable to you. 
○ If comfortable, close your eyes. Feel the sturdiness of the ground 

underneath you. Plant your feet on the floor and feel heavy in your seat. 
Take 3 deep breaths.

● Ask each member to share their response to this question:
○ How will I support us to have a successful conversation? Each member 

write their commitment in their notebook.
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Method (H)
The Power of Language

WHAT THIS GETS YOU: A shared understanding of terms that may come 
up in a conversation about an inclusive 
economy, a necessary foundation for engaging 
in inclusive economy work.

ACTIVITY TYPE: Group Discussion

TIME: 40 minutes

Instructions: 
Facilitate a discussion based on the Glossary of Terms (p.15) reading using the 
following prompts:

● Which terms and definitions resonate? Which ones are we struggling with or 
triggered by? Where is there agreement and disagreement in our group?

o Are we feeling uncomfortable or triggered? How might we practice 
managing emotions and conflict in this group? 

● What are some examples of key terms or expressions that can be 
misinterpreted or misunderstood in discussions on inclusion, privilege, and 
identity? 

● For which terms is it especially helpful for us to have a common 
understanding  with our colleagues working on the Inclusion Challenge at our 
companies?
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Prepare for Session #4

1. Identify who will facilitate the next call or meeting and confirm the time. The next 
session’s facilitator should plan to send a reminder with any relevant pre-work attached.

2. Take the action you identified today to recruit the people you need to ensure the work you 
are doing at your company for the Inclusion Challenge is sustainable.

3. Share your reflections, learnings and insights with other Peer Exchange groups on the B 
Hive Group : Inclusion Challenge Peer Exchange.

4. Provide feedback for this session through this 3 minute survey.

Session #3
Expanding Your Inclusion 
Challenge Team

Session Three is all about identifying and recruiting the people 
you need to engage in the Inclusion Challenge, and thinking 
about how to minimize any barriers to their participation. 

After this session, you’ll be able to…
● Begin to establish a cross-functional working group at your company to increase buy-in, 

engagement, and sustained participation and ownership by staff and other core 
stakeholders across roles, identities and teams/departments.

Suggested flow for facilitators: 90 minutes
● 10 minutes - Method (A): Transition (p. 9)
● 10 minutes - Method (G): Grounding (p. 19)
● 20 minutes - Method (C): Inclusion Challenge Check-in (p. 11)
● 40 minutes - Method (I): The People You Need Discussion  (p. 22)
● 10 minutes - Method (F): Closing (p. 14)

What you need to have prepared
● There is no pre-work for Session #3. 
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Method (I)
The People You Need
WHAT THIS GETS YOU: An exploration of the people necessary to move 

your Inclusion Challenge work forward in a just, 
informed, and sustainable way.

ACTIVITY TYPE: Group Discussion

TIME: 40 minutes

Instructions: 
Guide the group to answer the following prompts in their notebooks and discuss.

● Given the metrics you are working on, who are the core stakeholders for whom your 
efforts – if successful – will create value (solve a problem, satisfy a need, or improve a 
relationship?) List them in your notebook and share with the group.

● Do each of these core stakeholder groups have a representative voice on the working 
group responsible for your company’s Inclusion Challenge participation?
o If yes, do they have a voice in decision-making? Make notes in your notebook.
o If no, whom do you need to reach out to for support to recruit the people you 

need? List in your notebook and discuss. Examples of people you need may 
include: 

▪ representatives of diverse groups intended to benefit from inclusion 
efforts

▪ individuals with a personal commitment to equity and time to serve
▪ individuals with decision-making authority (senior executives, HR 

Directors) and/or opinion leaders (company founders, Board members or 
advisors)

● What are some potential barriers to participation for these individuals your company 
needs to address? List in your notebook and discuss. Examples may include:

o Resolving scheduling conflicts
o Providing compensation/stipends to support participation by low wage staff 

and/or compensating hourly workers for additional time spent on the Inclusion 
Challenge

o Lack of diversity within your current staff preventing diverse representation on 
your working group. (One solution could be to invite external advisors from those 
groups, ensuring they are adequately compensated for their contribution).

● Note in your notebook and discuss: Who do you need to talk with in order to best 
understand the barriers?

● What is one action step you will commit to completing before the next call to recruit the 
people you need? Write it down in your notebook and share with the group.
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Prepare for Sessions #5 and 6

Find pre-work for Sessions #5 and 6 in you Deep Dive Conversation Guide.

Session #4
Practicing Your 
Deep Dive Conversation

Session Four will introduce your group to the deep dive 
conversation you chose at the beginning of the Peer 
Exchange process.
Remember, the deep dive is a conversation that is designed for you to have with the 
colleagues at your company who are working on the Inclusion Challenge with you. The 
goal of this Peer Exchange session is to practice the deep dive in a safe environment. 

Deep dives are designed to stimulate meaningful conversation and create useful 
outcomes for your organization. Having this conversation with your colleagues is one step 
toward ensuring your inclusion work will live on at your company long after the Inclusion 
Challenge ends.

Find the facilitator guide for this session in the Deep Dive 
Conversation Guide that was sent to you separately.
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Repeat the Metrics Roundtable flow for Session #6.
Prepare for Session #7

1. Identify who will facilitate the next call or meeting and confirm the time. The next 
session’s facilitator should plan to send a reminder with any relevant pre-work attached.

2. If you haven’t yet had the conversation you reviewed in Session #4 in your company, 
continue that work.

3. Share your reflections, learnings and insights with other Peer Exchange groups on the B 
Hive Group : Inclusion Challenge Peer Exchange.

4. Provide feedback for this session through this 3 minute survey.

Sessions #5 and #6
Metrics Roundtable

In Sessions Five and Six, you will use the mastermind 
framework to support one another to solve a challenge related 
to your inclusive economy work. Each person will receive the 
full group’s attention and energy for one 30-minute 
mastermind round.

After this session, you’ll be able to…
● Address a challenge in your inclusive economy work by applying thoughtful, targeted 

suggestions from your peers.

Suggested flow for facilitators: 90 minutes
● 10 minutes - Method (A): Transition (p. 9)
● 10 minutes - Method (G): Grounding (p. 19)
● 60 minutes - Method (J): Mastermind (p. 25)
● 10 minutes - Method (F): Closing (p. 14)

What you need to have prepared
● Identify a challenge that you’re struggling with at your company in your inclusive economy 

work. This challenge could be a practical challenge, a process challenge, or a culture 
challenge - anything you’d like the group’s support on.
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Method (J)
Mastermind
WHAT THIS GETS YOU: Feedback from your peers to help you solve a 

unique challenge related to your Inclusion 
Challenge work.

ACTIVITY TYPE: Group Discussion

TIME: 60 minutes 

Instructions: 
Identify one group member who will present a challenge and then receive support 
from the rest of the group using the following mastermind format. The challenge 
presented could be related to process, culture, or implementation - anything you’d 
like the group’s support on related to your inclusive economy work. 

Repeat this exercise with a second group member. Spend 30 minutes per person.

1. Challenge Framing (5 minutes) - One group member shares a summary of 
their challenge and any relevant context. The challenge should be framed to 
the group in the form of a question.

2. Clarifying Questions (5 minutes) - The rest of the group members ask 
questions that specifically help them to garner additional information about 
the challenge. 

3. Recommendations (15 minutes) - Each participant offers their 
recommendation based on their knowledge of the situation and experience.  
"If I were in your shoes, I would...". The person presenting their challenge 
should be encouraged to listen only and avoid qualifying or disqualifying 
suggestions. 

4. Insights (5 minutes) - The group member presenting the challenge shares 
what insights they’ve gained from their peers and how they plan to put 
those insights into action by the next call.
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Beyond Today:
1. Beyond today, continue making progress on your Inclusion Challenge metrics.
2. Consider scheduling a check-in with your Peer Exchange group for accountability 

and mutual support.
3. Continue to share your reflections, learnings and insights with other Peer 

Exchange groups on the B Hive Group : Inclusion Challenge Peer Exchange.
4. Provide feedback for this session through this three-minute survey.

Session #7
Close and Reflect

This is your final session as a group. Take this time to 
reflect on your personal and collective learning and growth. 

After this session, you’ll be able to…
● Use a participatory process to reflect on and celebrate your progress and 

achievements to date with the Inclusion Challenge.

Suggested flow for facilitators: 60 minutes
● 5 minutes - Method (A): Transition (p. 9)
● 10 minutes - Method (G): Grounding (p. 19)
● 40 minutes - Method (K): Group Reflection (p. 27)
● 5 minutes - Method (F): Closing (p. 14)

What you need to have prepared
● Spend time reflecting on how this Peer Exchange process has been for you. What 

have you accomplished? What have you learned?
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Method (K)
Group Reflection

WHAT THIS GETS YOU: The opportunity to celebrate progress and plan 
your path forward.

ACTIVITY TYPE: Group Discussion

TIME: 40 minutes

Instructions: 
Reflect on your time together in the Peer Exchange by addressing the following 
prompts. Each participant should share for 10 minutes.
 
● What progress and achievements have you and your colleagues made with the 

Inclusion Challenge since this Peer Exchange process began?
● What are you most proud of or grateful for?
● What have you learned?
● What has been affirmed about why inclusion matters to you, your business, 

and to the B Corp Movement?
● How is your company committed to continuing to improve its inclusive 

economy efforts?
● What might you want from this group moving forward?
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Additional Facilitation Resource:
Managing Emotions and Conflict 
Participating in the B Corp Inclusion Challenge is opting to engage in a process of 
transformation, which can feel like a jolt into a new perspective or awareness (revolutionary) 
or like a series of moments that slowly unfold to create a new point of view (evolutionary). 

The purpose of this tool is for you and your colleagues to have a resource to support you to 
manage emotions and conflict5 within your group. Remember: it is not your job as the 
facilitator of the day to be responsible for others’ emotions, nor is it possible to 
single-handedly create a space safe. As facilitator, it is your job to help maintain a safe and 
supportive experience by acknowledging when emotions come up and allowing space to 
process them. 

Managing Conflict

Talking about inclusion, exclusion, equity, and inequity can be challenging and emotional. 
Conflict may arise between group members. The facilitator will do their best to stop the 
process quickly and invite group members to experience conflict resolution - should they 
agree to it - using the following tactics. Should the facilitator be involved in the conflict, the 
same process applies. 

● Stop the conversation and acknowledge the conflict.
● Re-establish or revisit group agreements. 
● Support, encourage and align with group members’ willingness and strengths.
● Ask the person who felt most victimized to begin by stating what they experienced 

and how they felt, encouraging them to use “I” statements. Ask for no interruptions.
● Have the other person say back to them verbatim what they heard the first person say. 

Check with the first person to ensure they got it right and got all of it.
● Then, switch and do the same with the other person. You may have to help them 

identify underlying feelings and speak to them. Very important to get to these feelings 
because this is often where people have some unresolved stuff from their past which 
gets triggered.

● Have the second person’s experience repeated back to them, and check to ensure they 
got it right and got all of it.

● Work it to the end where there is either a greater understanding of what happened or a 
resolution.

Some emotional work is too vulnerable to occur in a virtual or face-to-face Peer Exchange 
session. Some conflicts may not be resolved right away. The facilitator should encourage 
individuals to take care of themselves in the way that they need, even if that means getting 
off the call early. If this is the case, consider following up after the call to see if the person is 
willing to connect or could use greater support. 

Managing Emotions

A Note about Getting Triggered
As you go through the Peer Exchange process, you may experience “triggering” at some point.

Peer Exchange Handbook 28



Triggering is when an event in the present activates our emotional wiring, sometimes related to 
past trauma. When we are triggered, part of the brain evokes immediate physiological responses 
such as increased heart rate and more blood flow to the muscles. All of this happens almost 
instantly, long before enough sensory information can be processed to determine whether or not 
the threat is “real.” For example, some seemingly minor comment may trigger a lifetime of rage at 
authority figures dating back to childhood. To others, the provocation may look slight. But to the 
person who is triggered physiologically and emotionally, their body literally responds as if their 
life were in danger.

So what do you do if you get triggered in the middle of a conversation?
● Step 1. Name it
● Step 2. Take space appropriately (don’t act when triggered)
● Step 3. Shift your state (see below)
● Step 4. Deal with the situation (from a resourceful place)

Building Resilience by Working through Emotions
In order to facilitate a transformational process, facilitators need to be able to encourage and mine 
the emotional resources of their group members. Please keep in mind that the strategies below are 
utilized within the context of the safe container you have helped to co-create.

Naming and validating - A foundational practice for working with emotions is to simply name that 
they are present. People sometimes don’t like being told what they are feeling, so it’s often skillful 
to use words like: “I wonder if…” or “is it possible…” People’s experience almost always needs to be 
validated. 

Normalizing - Validate that people are human beings and how it’s understandable that a person 
might have certain feelings in a given situation.

Activating positive energy - In working with emotions, each group members’ and the facilitator’s 
job is not only to help deal with difficult emotions. It is also to support each other to: connect with 
purpose and vision, celebrate successes, engage together in activities that help unleash the power 
of emotions like joy and passion.

State-shifting - Intentionally moving from being in the grips of negative emotion back to a place of 
resourcefulness. There are a number of ways to facilitate state-shifting:
● Ask the group to take deep breaths or have people stand up and stretch/move (yes, even on 

the phone).
● Reconnect to purpose, such as to what drew people to participate in the Peer Exchange or 

the vision of the Inclusion Challenge.
● Ask people to think of someone who inspires them in this work. “What would this person 

ask of you right now? Of our group?”
● Allow space for the person having an emotional response to just move through their 

emotions and then asking them is there anything they need someone in the group or the 
entire group to say or do in this moment.

Coaching - Some emotional work is simply too vulnerable (and often inappropriate) to occur in 
front of others in a virtual or face-to-face peer exchange session. Brief, private one-on-one 
informal coaching conversations can allow someone to express, feel heard, and attuned to, 
enabling them to return to a more balanced state.
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Principles
The Inclusion Challenge Peer Exchange is based on a subset of principles guided by the 
inherent belief that inclusion is a way of being that translates into practice. It is not merely a 
set of skills, a checklist of activities or metrics, or collected units of education. The hope is that 
you will continue to practice these principles within your business as a commitment to 
continuous learning and to make our economy inclusive and equitable for everyone.  

Session #1: Creating a Safe Container - Creating safe space is foundational for all participants 
to have conversations around diversity, inclusion and equity.

Session #2: Developing a Common Language - Creating common language is a key principle for 
advancing conversations around diversity, inclusion and identity.  Understand, appreciate and 
utilize difference as a starting point in the discussion.

Session #3: Building your Inclusion Challenge Team - A cross-functional working group across 
roles, identities and teams/departments is necessary to increase buy-in, engagement, 
sustained participation and ownership by staff and other core stakeholders.

Session #7: Close and Reflect - Monitoring and celebrating success motivates people to stay 
engaged in a culture change process over the long haul.

Deep Dive: Building Inclusion Infrastructure - Institutional cultural change requires innovation 
and reshaping the work by genuinely working with ideas that emerge over time.

Deep Dive: Creating Values Alignment - Finding the collective interest beyond individual or 
organizational interests requires identifying shared core values. This involves understanding 
and valuing each other’s ideas, feelings, differences and cultural identities.

Deep Dive: Your Inclusion Roadmap - Using an appreciative inquiry approach supports 
inclusion work to take place in a way that allows everyone to leverage the diverse assets in a 
group to solve problems together.

These principles were derived from the following sources building on decades of work with 
leaders and organizations serving within and to benefit low income communities of color and 
other marginalized communities. 

● The Appreciative Inquiry Commons, hosted by Case Western Reserve University's 
Weatherhead School of Management.

● Culturally-based Capacity Building Framework and Advancing Conversations on Race, 
Class and Culture, National Community Development Institute, 2000-2012.

● Cultural Competency Institute, People of Color Affinity Group, Alliance for Nonprofit 
Management, curriculum development by Diana Marie Lee, Dahnesh Medora and Patricia 
St. Onge, Seven Generations Consulting, with contributions by Brigette A. Rouson PhD, 
2003-2007.

● Embracing Cultural Competency: A Roadmap for Nonprofit Capacity Builders, Patricia St. 
Onge, Fieldstone Alliance, 2009.

● Framework for 3 Pillars of Transformational Change (Self Care, Community Care and 
Business Care), Sweet Livity LLC, 2013-2016.
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Endnotes
1. Adapted by Sweet Livity LLC (www.sweetlivity.com) with permission from original work 

developed by the National Community Development Institute (NCDI), 2005-2007. 

2. Adapted with permission from works by the National Community Development Institute, 
the Cultural Competency Institute, 2003-2007, Alliance for Nonprofit Management, and 
Sweet Livity LLC, 2016.

3. Adapted with permission from the Conocimiento Activity, by J. Cruz, 2002, Be the Change 
Consulting. 

4. Adapted from National Community Development Institute, Seven Generations Consulting 
http://www.seven-generations.org, Open Source Leadership Strategies 

5. http://www.opensourceleadership.com, Inc., Grand Rapids Community College Gender 
Studies Program, Glossary of Women’s Studies Terms, Sylvia Rivera Law Project 
https://srlp.org and Cultural Competency Institute, Alliance for Nonprofit Management, with 
curriculum development by Patricia St. Onge, Seven Generations Consulting and Diana 
Marie Lee and Dahnesh Medora, National Community Development Institute.

6. Gannon, M. (2016). Race is a Social Construct, Scientists Argue. Scientific 
American.Retrieved from 
https://www.scientificamerican.com/article/race-is-a-social-construct-scientists-argue/

7. Adapted with permission from curriculum development work with Rubicon, Inc., Richmond, 
CA by Amanda Berger, Karen Jandorf and Diana Marie Lee, Sweet Livity LLC.

Peer Exchange Handbook 31

http://www.sweetlivity.com
http://www.seven-generations.org
http://www.seven-generations.org
http://www.opensourceleadership.com
https://srlp.org
https://www.scientificamerican.com/article/race-is-a-social-construct-scientists-argue/
https://www.scientificamerican.com/article/race-is-a-social-construct-scientists-argue/


Contributors
Diana Marie Lee is an elder healing woman whose 
roots are African American and Cherokee Nation, 
from Tahlequah and Muskogee, Oklahoma. Diana 
grew up working class in Richmond, CA and 
currently lives and works between the SF Bay Area 
and Miami, FL.

Diana has worked for over 26 years building the 
capacity of nonprofit and for profit businesses 
serving vulnerable communities including 
immigrants and refugees, youth, elders, labor 
activists, farmers, poor and low income, people with 
special health care needs and communities of color. 
A certified B Corp since 2012, Diana’s business 
Sweet Livity LLC delivers wellness

and business coaching to support individuals and businesses serving vulnerable 
communities to do their jobs to the fullest, with improved well-being, sustainability and 
results. 

The commitment: help people and businesses serve their communities with equity, 
excellence, purpose, aliveness and fun. In service of this commitment, Diana supports her 
clients to work in diverse cultural contexts so that everyone, regardless of identity and 
background, can fully engage in the organizational or community work with their whole, 
authentic powerful self.

Jesse Sleamaker is the CEO and Director of Design 
at Creature Learning. Creature Learning uses 
learning science and learning design to help 
social sector organizations increase their impact. 
Jesse is an experienced student experience 
designer and product manager for online and 
blended learning experiences. He has designed, 
produced, and run operations for online courses 
on social change fundamentals like fundraising, 
relationship building, and impact measurement. 
Jesse has supported partnerships with The 
Bridgespan Group, Greenpeace International, The 
Unreasonable Institute, Impact Hub and SOCAP, 
and The World Bank.

Peer Exchange Handbook 32


