Starting an Antiracism Team

Thanks for your interest in developing a antiracism team to dismantle racism in your
organization or community. While individuals play vital roles, we understand that the long-term
work cannot be sustained unless individuals come together to work collectively and deliberately.
A brief word about the process and Damascus Road: We want to be a resource for groups seeking
to dismantle institutional racism. We do not want to be a program that simply sells a product line
of various workshops. Our team process reflects this, though on paper it can still feel somewhat
like a product. The workshops that we can provide are good and important, but the relationships
and connections are vital. We are at your service to assist in any way that we can, regardless of
what shape your antiracism work takes.
Included in this packet is some information that I hope will answer a lot of your questions and
guide your discernment.
• Being a Team
• Team Process Outline
• Team Membership Considerations
• General information on Roots of Justice: Core Values, Training Foundations
Please share these resources with others. (If you give your only copy away and need more, just
let me know!) This packet and more is available our website: RootsOfJusticeTraining.org.
As you continue to discern if, when, and how you will go about forming a team, keep in mind
that this decision is just one step on the journey of transforming our institutions into antiracist
organizations. Contact me if you want to talk, and then when you are ready, let me know and
make plans for your team to attend an Analysis Training. We will enjoy walking with you.
In hope,

Phil Morice Brubaker
Coordinator
roots@RootsOfJusticeTraining.org
539-664-9926
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Being a Team
Why be an antiracism team?
1) Individuals can’t be antiracist alone. Antiracists are people who are developing a new
identity that runs counter to messages received from many other areas of our society. We need
to be part of a society – community or team – that helps shape in us the practices and identity
that define us as antiracist. One part of being antiracist is to live out healthy relationships with
people of all races – clearly impossible by oneself!
2) Individuals can’t dismantle institutional racism by themselves. This is true for several
reasons. First, the variety of skills needed in dismantling racism is broader than any one person,
so we need others to work with. Second, a well-functioning team provides a model of antiracist
community for institutions, demonstrating ways to work together collaboratively that will
hopefully spread throughout the institution. Third, by being practicing communities of antiracists
themselves, teams are more able to be accountable, clear-eyed observers of and responders to
the manifestations of racism in their larger communities and institutions, as well as leading
participants in long-term antiracist transformation.

What is an antiracism team?
Antiracism teams can be made up of people with a variety of relationships to one another or to
an institution: institutional staff, board members, donors and other constituents, partners, clients,
community members, alumnae, neighbors, etc.
Teams seek to be models of antiracist community, providing a space for practicing antiracist
ways of being and doing, both individually and institutionally. Teams seek to use antiracist
practices in their own functioning: accountability to communities of color, shared power,
caucuses and spiritual practices for identity transformation and care, continued study, training,
and renewal, etc. As antiracism teams develop, it is to be expected that they will seek the
transformation of the institutions of which team members are a part.

Are there different kinds of teams?
Yes. Institutional teams form to dismantle racism within a specific institution. Often these
teams are officially sanctioned and supported by the institution. Community teams form when
individuals or institutional teams in close proximity come together. Though they may originally
join together for mutual support and individual growth, a healthy community team will inevitably
act to dismantle institutional racism within the community and its institutions.

How do we transform ourselves into an antiracist community?
•

We come together in teams to build the trusting relationships needed to practice our new
identities and new ways of being together. It is in these relationships that we open
ourselves to the Spirit’s moving to transform our individual, community and institutional
lives.

•

We seek to remain grounded in communities of color, accountable to and taking
direction and leadership from those who know best how racism works and what changes
are needed.
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•

We develop a common language and analysis so that we can communicate effectively
about race, racism and antiracism. (Analysis training can help with this.)

•

We use caucuses for separate work on internalized racist oppression (for people of
color) and internalized racist superiority (for white people) to help build needed strengths
and capacities within ourselves and our racial identity groups. Caucusing separately
allows us to then come together with the hope of co-creating new ways of being and
working together. (Set Free and Fire & Clay caucusing retreats can help with this.)

•

We stay networked with other teams and groups for mutual support, accountability and
sharing of what we are learning. (Roots of Justice social networks can help with this.)

•

We develop our skills and practices for analyzing and acting to change our individual
and institutional behaviors. (Organizing and Educating/Communicating trainings can
help with this.)

•

We create opportunity for people to share their gifts for spiritual guidance, educating,
organizing, communicating, research, and so forth, as they arise within antiracism
teams.

How do we start a new team?
Nothing stands in the way of meeting together with others who share your passion for
antiracism. Just do it and call yourself a team, or community, or group, or collective, or whatever
name seems to fit! Grassroots organizing needs no sanction. Roots of Justice can help by
suggesting study materials (articles, books, videos) and by connecting you with members of the
ROJ Network who may be in your area.
However, sometimes our organizing is well-served by joining in a systematic approach shared
with other groups. If you’d like to start a “Damascus Road antiracism team,” think about the
following issues in preparation for a conversation with a Roots of Justice staff person:
•

Why are you interested in forming a team at this time? Is it in response to a specific
situation, or part of a longer process?

•

How is the formation of your team accountable to People of Color? Are they the central
decision-makers in making the team happen, in choosing who will participate, in
establishing funding, etc.?

•

How will your team connect to your community or institution? Will it be officially
sanctioned by an institution? Will it be a more informal gathering of interested persons?

•

Are there funds available to engage in training? (Attending a Damascus Road Analysis
Training costs around $250 per person, plus any expenses for travel, lodging, and
meals.)

•

Do you have any questions about the Damascus Road training process?

When you are ready, contact Roots of Justice to discuss these and other questions. If you don’t
have clear answers, that’s OK – we’ll do our best to help you think through them.

Damascus Road
Antiracism Process
The Damascus Road Antiracism Process for teams is designed to be
as flexible as necessary. Teams may be based in a church, community,
or organization, focusing to dismantle systemic/institutional racism
within their context. Since each team has different needs, each might
progress in a slightly different way. The following steps are outlined in
a typical order that will serve many teams well.

A. Planning Stage
the situation and need for a team is recognized
• a representative contacts Roots of Justice and learns the details of the training process
• team members are recruited
• team leadership and accountability is clarified
• the team develops a funding strategy
• as appropriate, the team’s base (community, institution, etc.) commissions the team
members

B. Damascus Road Antiracism Analysis Training (2 1/2 days)
The team attends an Antiracism Analysis Training of their choice (2 1/2 days). At the training, the
team will:
• deepen the theological foundations for antiracism work (if working in a Christian context)
• be exposed to an analysis of racism and build a common understanding of racism
• work together as a team to develop team relationships
Note: Some teams may include individuals who have already participated in an Analysis
Training. In this case, it is not necessary for those individuals to repeat this workshop, though it
is ideal for all team members to participate as a group. In some cases, all team members may
have previously attended an Analysis Training.

C. Caucusing Retreats
After the Analysis Training, team members are encouraged to attend Set Free and Fire & Clay
retreats for People of Color and White People, respectively. These retreats deepen the
analytical foundation laid in the Analysis Training, and engage participants in the journey toward
wholeness. Participants in these retreats are better positioned to be part of antiracism teams.

D. Team Building
Also following the Analysis Training (this can be simultaneous with the caucusing retreats), the
team will request from Damascus Road a Team Building Toolkit. The Toolkit will help the team at
their own pace to:
• review the key points of the antiracism analysis
• begin applying the analysis to their institution or community
• research their institution’s/community’s history and structures
• continue to build trust and cohesion within the team
As they work through the materials, the team will have a phone conference or on-site visit with a
Damascus Road representative to answer questions and provide consultation.

E. Damascus Road Antiracism Organizing Training (2 1/2 days)
The team attends an Antiracism Organizing Training of their choice (2 1/2 days). Roots of
Justice works with the team/s who will be attending to determine the content that will be most
helpful. Content might include:
• deepening our theological understanding of antiracism work (for church-based teams)
• basic concepts and skills for institutional organizing
• working together as a team
• developing a vision, goals and strategies

F. Damascus Road Antiracism Educating and Communicating
Training (2 1/2 days)
If the team’s goals include significant education within their community or institution, the team
(or representatives) attends an Antiracism Educating and Communicating Training of their
choice (2 1/2 days). At the training, the team will:
• learn concepts and skills for effective antiracist education, with the potential to develop a
1-day workshop
• explore helpful ways to communicate an understanding of antiracism with others in
formal and informal situations
• continue to grow as a team

Continuing Options
•
•
•
•
•

Roots of Justice staff and trainer consultation available at any stage of the process
networking with other ROJ teams
connection to ROJ leaders for issues related to antiracist spirituality, theology, and
identity
ROJ social networks: discussion email list, Facebook, LinkedIn
Custom workshops or events for team resourcing and networking

Notes
Analysis Trainings take place on a fairly regular basis, six to eight per year. Other events are
less frequent, so planning ahead is important. Be sure to voice your expected readiness for one
of these events to Roots of Justice a year or more in advance so a sufficient number of teams
can be brought together at a convenient date and location. Teams can consider sponsoring any
event in order to bring it closer to home. Information on sponsoring events is available on our
website.
For more information about forming a team in
your institution or congregation, or about
attending or sponsoring a training, contact:
Phil Morice Brubaker
Coordinator
roots@RootsOfJusticeTraining.org
539-664-9926

Team Membership Considerations
Determining team membership is an important decision after your organization has decided to
establish an antiracism team. (This is somewhat less the case if your team is not based within an
institution.) We encourage groups to approach team membership in consultation with Roots of Justice
staff and offer the following considerations.
Accountability – Of central importance to everything a team does, including determining membership
issues (“how” as well as “who”), is being accountable to People of Color. This doesn’t necessarily
mean that People of Color should chose who is on the team, but they must be the primarily movers in
pulling a team together. White people must follow their lead. Their direction should take precedence
over other presumed authorities: the institution’s board, administrative leaders, even advice from
Roots of Justice. For institutions that do not have a critical mass of People of Color, accountability is
especially tricky. Teams forming in such institutions can still form, understanding that developing
relationships of accountability will be an important task.
Team Size - Larger teams tend to function better in the long term. Teams with less than five members
often struggle to make progress and are prone to lose energy quickly. Teams with 10 or more
members often can get a lot done and keep up momentum. Base your team size on the availability of
individuals that fit the following considerations and (as necessary) of financial resources. Teams can
always be expanded in the future. We do not recommend turning willing people away!
Racial Diversity - The team should have a good racial balance. Two People of Color on a team of
five is a minimum; three is preferable. If no People of Color connected to your organization are
available or willing, a team of all white people, while not ideal, can still participate, though their
organizing tasks will be different from a racially mixed team’s.
Leadership/authority - Some successful teams have included representation from upper-level
leadership or administration on the team itself. However, understand that the presence of
administrators can also make it difficult to critique institutional structures openly and can put other staff
on the team in awkward positions professionally. Because of this, one successful team has
established a policy that neither the executive director nor board chair will be part of the team.
Motivation - People on the team should want to be members. This is not a process for those who
have been told they have to do it. Teams composed of people who are required to participate regularly
fall apart. Along with a desire to be on the team, members should be convinced that there is a
problem of racism that we must deal with.
Commitment - Team members should be willing and able to commit to the process for a good length
of time. Some teams expect 3-year or longer terms for team members. Because of the progressive
nature of the training and the sensitive nature of the content, participants are expected to attend
training events in their entirety.

- Continued on back -

Additional considerations
•

A mixture of upper-level leadership/administration, program staff, support staff, board
members, congregational elders, lay people, constituents

•

People of Color living in the local community may not have a direct connection to your
institution, but their lives are nonetheless affected by all institutions in the community. They are
a key locus of antiracist accountability.

•

Gender balance.

•

Time: People who are committed to the institution for three years or more. This doesn’t mean
that the person has to remain in the same relationship to the institution. A staff person may
change jobs but remain a constituent, or at least an alumnus of the institution.

•

Geographic proximity helps team members connect, build relationships, and do their work.
When team members are scattered so that they have difficulty meeting regularly, the teams
often don’t last more than a couple of years.

•

People with a variety of skills and interests, especially: Communication; cross-cultural;
organization; research and data-collecting; listening; institutional analysis; spiritual life.

•

Sense of humor.

We hope these clarifications will help you lay the preliminary groundwork for participation in the
Damascus Road team-based training process. Please contact Phil Morice Brubaker, Roots of Justice
coordinator, if you have questions about team membership or just need to talk through some issues:
539-664-9926, roots@RootsOfJusticeTraining.org.

Core Values Narrative
A living document created by the Roots of Justice training team, July 2012

Who We Are
We are a Collective of Anti-racism educators and organizers who have been working
together since 1995. We are indigenous, black, Latino, and white, men and women, from
Canada and the U.S.
This collective was formed to meet a call for strategies for undoing racism, and we have
primarily addressed that call by conducting analysis trainings. We now seek to broaden
our work to include other and related oppressions such as sexism, heterosexism, classism
and militarism.
The core values that guide our work have been discerned over many years of working,
learning and being community together. This document names these values:
•
•
•
•
•

Authentic Relationships
A Vision of a Just World
Systemic Approach to Undoing Oppression
Long Term, Sustainable Strategies that are Life Giving
Liberated Spirituality

Authentic Relationships
We value authentic relationships as the foundation of this collective. Authentic means
we are able to bring our whole selves, that we work to build and maintain trust with one
another, and that we tend to each other as whole, complex persons. We come into this
collective with a broad spectrum of histories, experiences, gifts, abilities and frailties. We
seek to honor all of who we are as individuals, and as a collective.
Working in community affords us the opportunity to be reflective together as we create
and recreate our training model and resources. We value the opportunity to measure our
own experiences against the anti-oppression training model we use and to learn from our
mistakes. We invite and engage with evaluation and critique from participants.
We expect to find joy in our common work and lives together, and we also expect to have
conflict. We value our relationships enough to commit to building our skills to work
through conflict, applying those skills when necessary, and seeking assistance when we
need it.
The value of authentic relationships is also extended to those we work with.

A Vision of a Just World
We invest our time and energy in efforts to create a more just world, something that we
believe is both possible and necessary.
We are committed to working with individuals and institutions to dismantle systems of
oppression that destroy people, communities, and our world. In doing so, we recognize
that we must simultaneously work at building alternative systems.
Our work necessarily privileges the experiences and realities of the marginalized and
oppressed.

Systemic Approach to Undoing Oppression
We use an analytical, intersectional framework for understanding oppression, how it is
structured, how it harms (in different ways) those who are oppressed and those who are
privileged. We understand that oppressions are deeply related to one another, and that
each person carries multiple identities and multiple oppressions may be visited upon one
body – for example, a system of patriarchy that harms women harms women of color in a
particular way because of patriarchy's collusion with racism.

Long-Term Sustainable Strategies that are Life Giving
We understand that this is long-term work. Oppressive structures have been built over
time and will take a long time to be dismantled. We value the work that has been done by
others before us, and we are committed to honoring that work by building upon it, and
fortifying ourselves and partners for the long haul. We are committed to practicing selfcare, and extending care for others in the collective. We value play as part of our work.

Liberated Spirituality
Our collective work initially focused on addressing racism within Christian (Mennonite)
institutions and our trainings included exploration of a Biblical basis for antiracism. Over
the years, we have found sustenance and encouragement in the Christian tradition, but
also have struggled with the ways that Christianity colludes with and is used as a tool of
oppression.
We also have struggled with our own tendencies to try to “convert” others to our ways of
thinking; we recognize this tendency as counter to our core values. We ultimately seek to
embody a spirituality that is not about dominance or conversion but instead provides
resources for healing and connection with other co-strugglers on the long and often hard
journey toward liberation.

Training Foundations
Our Training Philosophy
Why and how we do this work
Roots of Justice comes out of a Christian understanding that God calls all people to work
against all forms of oppression. Roots of Justice is called to dismantle racism within the
various contexts we find ourselves. One of the ways we do that is through equipping teams
to dismantle racism within their own context. We allow God to work through us in our
learning, growing, and struggling together.

What needs to happen
Racism has created a crisis in our world. The Damascus Road Process will reveal that crisis
and make it plain. Through both prophetic challenge and pastoral support, we will work
through the crisis that racism creates.

Outcomes
While both people and institutions need to change, the primary organizing work of the
Damascus Road Antiracism Process is, through antiracist education, to prepare teams to act
as change agents in their institutions.

Roles and responsibilities of trainers
Education is part of Roots of Justice’s organizing work. Trainers go through significant
preparation in order to fulfill the role of helping participants to understand antiracist
concepts. Trainers do not demand agreement, but look for understanding.

Model Development
The trainers are committed to regular review and updating of the training model. Feedback
from participants is a critical component of this process.

Training Foci
1. Racism in the U.S. - Our work explores the shape, history and impact of racism in the
U.S. While racism takes many forms throughout the world, we focus on what it has done
here among us. We believe our first responsibility is to dismantle racism in our own
house. To explore racism elsewhere has no integrity without first discovering what it
means here.
2. Focus on racism - not other -isms. There are many ways sin is expressed
systemically in our world. We do not want to get into a hierarchy of oppression or ignore
other injustices. At the same time, if we don’t know how racism works, we will end up
acting in racist ways as we try to end other forms of oppression. We make connections
to other forms of oppression, but the purpose of the Damascus Road Process is to focus
on racism.

Primary Approaches for DR Antiracism Analysis Trainings
1. The training presents a theological framework for dismantling racism. We work with
specific Bible stories that explore the themes of brokenness, identity, and healing.
Throughout the training we return to these themes.
2. The Antiracism Analysis Training is focused on analysis, not strategy. The bulk of this
workshop is focused on building a common understanding of racism. We focus on
strategies in the team-based Organizing Training.
3. Our “diagnosis determines therapy.” We believe we need a commonly held diagnosis
of racism to guide our action together. How we define a problem will determine our
solutions.
4. We bring an analysis of racism to this training. It is not the only analysis, but it is one
we find effective for dismantling systemic racism. We do not use common adult
pedagogical methods (elicitive or dialogical approaches) to share this analysis. We use a
more directive approach where the trainers’ responsibility is to make sure concepts are
understandable, not to demand agreement.

Expectations for All Training Events
Damascus Road trainers accept the responsibility to facilitate a process that will help us build a
common analysis of racism. In order to fulfill that responsibility, we know that there need to be
certain ground rules or expectations. Participants are asked to hold trainers accountable for
their role as facilitators in ensuring that everyone adheres to these expectations during this
event.
We expect that together we will...
• Respect each other’s feelings, life experiences, words (by listening without interruption)
and time (by agreeing to begin on time).
• Stay engaged with the process and remain focused on the work at hand by participating
through the entire process and struggling together.
• Not repeat stories people tell about themselves outside this circle without first getting
permission.
• Support each other as we visit uncomfortable space. Some of our best learning
happens when we are in a space we haven’t been before.

