
Post-Mediation Community Conversations:

Resources for Shambhala Group and Center leaders

1. Purpose of this document

This document is for Shambhala groups and centers who wish to host local community
conversations about the changes to the Shambhala organization announced after the mediation
between the Shambhala and Potrang Boards.

We are the Shambhala Community Conversations Team, an independent volunteer group of
around 30 Shambhala members who have been offering open conversations both sangha-wide
and for local centers since late 2020.

We have found that it is possible to create safe, gentle and wakeful spaces for community
conversations on difficult topics. In these spaces, participants feel connected and able to open,
and can genuinely share with and listen to one another, even across painful differences.

As community members process the changes, good conversation can encourage respect,
connection, and constructive ways forward in your community, and can help relieve conflict or
division. In this document, we wish to offer you some format suggestions for offering local
conversations, as well as our direct help if you would like it.

We know that your group’s or center’s situation is unique. The resources presented here are
designed to be adapted to your needs, so please use whatever is helpful. Also, we are offering
zoom support sessions for individuals interested in hosting these types of community
conversations. Please see our upcoming schedule here.

2. Brief summary of mediation results

The recently concluded Shambhala Board- Potrang Board mediation process has resulted in
changes to the structure of the Shambhala organization. A brief statement of the core change is
as follows:

At the request of the Shambhala Board, the Sakyong and the Sakyong Potrang have
agreed to relinquish their “sole member” roles and authorities, and will no longer be
involved in the selection of Shambhala Board members, or directly in the governance
and administration of the Shambhala Organization.

Please see Appendix C for a more detailed summary of recent communications from the
Shambhala Board and Potrang Board.

3. Format suggestions for community conversations

Below are some general suggestions for how to hold a wakeful conversation space. For a
suggested format document for community conversations on the mediation results themselves,
see Appendix A.

A. Clearly state the purpose of the conversation in your invitations.



You should be clear on the conversation’s purpose, including what vision or perceived need is
leading you to offer the conversations, and what next steps, further possibilities, or “harvest”
are hoped for from the conversations. This clarity should be shared succinctly in the invitations
you make to potential participants.

For “harvest” in our own community conversations, we often record, transcribe, anonymize,
and summarize the conversations (see examples here), to help express openly the voices of the
community on difficult topics. We would be happy to offer your group or center help with this
process or discuss it in detail.

For a framework that can help you design clear conversations, please see Appendix B.

B. Have two non-participant facilitators host each conversation.

Conversations should have facilitators, whose role is to help protect the space itself, and who
are not also participants.

We have found that two facilitators is the right number, as they can alternate elements and
support each other (and, for example, attend to both technology and the conversation itself in a
Zoom call).

If you would like local community members to facilitate, helpful qualities include gentleness and
not being too polarized or polarizing. We would also be happy to offer trained facilitators for any
conversation you wish to have.

C. Begin with sitting practice, allow check-ins, and then offer guided
grounding/heart-opening practice.

It is nice if participants arrive into an atmosphere of silent sitting practice, rather than aimless
“catching up” while waiting for the meeting to start. For Zoom-based meetings, a few (maybe
five) minutes of sitting helps give slightly late participants a chance to arrive.
When participants have arrived, allow a short check-in that allows all participants to share their
voices into the space, while keeping each check-in short. One sentence (or even two words)
about how you’re feeling coming into this conversation can be good for larger groups.

Before the conversation begins in earnest, a guided grounding/heart opening practice is very
helpful. In Appendix A, we have outlined a ground/space windhorse practice we do that we find
is well-suited for most conversations.

D. Set ground rules for the conversation.

The facilitators should introduce themselves, with special emphasis on who they are and why
they are doing this to establish trust, and should outline how the conversation will be
conducted. This will set the tone, and the facilitators can refer back to these points if needed
during the conversation (rather than having to impose them on the fly).



Two of the primary elements of good conversations are:

-Wholesome listening: to others fully, with curiosity and respect, suspending
preconceptions and snap judgments; and
-Wholesome speaking: from the heart, and from one’s own experience rather than
theoretically.

We have found that quickly touching on these two elements (as they occur to the facilitator in
the moment), followed by reading out loud the following “Principles for a Good Conversation,” is
helpful:

1. Respect: listen to, and respect, all points of view.
2. Curiosity: seek to understand, not persuade, debate or convince; look for new insights
and common ground, while appreciating differences.
3. Sincerity: speak authentically about what has personal meaning.
4. Brevity: share time, listen more.
5. Messiness: expect honest conversation and sharing to be messy at times.
6. Deep Listening: bring your whole attention to the time together.

E. Offer various types of participation.

Most of our conversations include time for intimate breakouts of 3 or 4 people, time for
full-group sharing, and opportunities to share thoughts into the chat.

F. Use simple, clear questions and prompts for discussion.

The prompts that participants reflect on should be simple, clear, and fairly open-ended. Long or
multi-part questions often confuse participants and leave them unsure how to contribute, and

overly specific questions can “box in” participation, making it difficult to share what one really
wants to share in the moment.

G. Leave space and time throughout.

At intervals, allow for silence and contemplation. Keep the process relatively simple to fit in a
90- or at most 120-minute meeting; don’t try to do too much in one meeting. If good
possibilities are developing in the first meeting, schedule a follow-up to capture the energy and
allow it to move forward.

4. Options for support in offering local conversations

The Community Conversations team wishes to make ourselves available to your group or center
to help in any way you would like. Three options for offering local conversations include:

1. Adapt the suggestions in this document as needed to offer local conversations that
your local sangha members facilitate.



2. Ask us to offer support and training for volunteer facilitators in your sangha who
would like to host local conversations. We would be delighted to work with anyone in
your local leadership or community who is interested in offering gentle and wakeful
spaces for conversation.

3. Ask to have local conversations facilitated by members of our team of around 30
trained facilitators. We would be delighted to facilitate conversations for your
community, and we have found that facilitators from outside the local community can
sometimes hold a more open container for participants since there are fewer prior
patterns.

More broadly, we want to support good conversations in your community however best aligns
with your situation. Please contact us anytime at communityconversationsteam@gmail.com;
we would love to connect with you.

Lastly, we would be happy to see you or your members in the community-wide conversations
we host. To see our calendar of upcoming conversations as we announce them, visit our
Shambhala Online page.

Appendix A: Draft format for Post Mediation conversation with the Board and
the Community

Sitting/Welcome/bow/check in (if time/numbers allow, each person says name and place only)
(5 minutes)

Short Introduction
● Purpose of the gathering, objective and harvest
● General shape of the meeting (presentation/breakouts…this is not a press conference

or a Q&A session)
● Reminder of principles of good conversation (respect, sharing the space, etc)

Summary of the Mediation Agreement followed by Brief questions related to the actual
mediation process and specifics, acknowledging that there are many questions that will arise
from this, most of which have no answers right now; the answers to which will arise as the
organization evolves.

Guided/heart-opening meditation (5 minutes)
Feel your seat, solidity of earth; trustworthiness, rootedness, stability
Feel the space in and around and above you; openness, possibility, accommodation
Feel earth and space join in your body, in your heart
Touch in quickly with your own pure intention for this conversation
Rest briefly

Breakout room #1 (3 or 4 people)
Question 1: What is your own reaction to this result of the mediation?

Return and pause to reflect, then offer In chat: Write your own view and insights from this
exchange



Plenary – Opportunity to hear some of the responses.

Breakout room #2 (3 or 4 people)
Question 2: Where do we wish to go from here as a community? What are our hopes, concerns,
and our questions? How can we participate in shaping the future of Shambhala?

Return and pause to reflect, then offer In chat: write your ideas/insights coming up

Plenary – Opportunity to hear some of the responses and identify possible next steps for the
community.

Close with appreciation

Appendix B: “Designing for Wiser Meetings” Template

Meeting Planning Checklist

Need:

Purpose:

People:

Harvest:

Next Steps:

Context/Framing:

Conversational Givens Checklist

Welcome/Framing/Flow-Agenda:

Check-In:

Questions to be explored/methodologies to be used:

Check-Out:

Next Steps:

Notes for Using Above Checklists

Checklist for more Conscious, Wiser Meetings

● Need - general, context, source



● Purpose - action oriented, a strategy response to the need
○ Honor the time people are committing to the meeting by being clear about the

need and the purpose.

● Context & Framing - Why are we doing this ?
○ So that participants can understand where and how they can fit into the

conversation.
○ Additional context, enough history so that participants can have an idea of who

broad or narrow the conversation is. Also to present additional known, fixed, or
given details, parameters.

● People - Being clear about who is invited also clarifies who is not.
○ Are there other people to invite ? (do we have the "edges", or just those in the

"middle"?)

● Harvest - What is the meaning we are going to make from this conversation ?
○ No harvest, no meaning ?
○ Ideally a visible harvest

■ e.g. produce a budget, a report, a proposal, minutes with decisions &
action items, etc.

● Next Steps
○ i.e. Action Context, action items, etc.
○ If we do not know what the next steps are, figuring them out can be a next step;

importance is to be honest.

Conversation Ground (Conversation Structure Givens)

● Welcome, Framing, Flow-Agenda
○ hello, and here is why we are here today

● Check-In - Arrival transition to meeting
○ What do you need to let go of in order to be here now ?
○ e.g. Name and where you are from
○ It brings humanity to the meeting, to see who we are.

○ if small in number, can be a round
○ if large number, in pairs or sub-groups
○ any numbers : could also be a moment a silence

○ If time is limited, or super limited, introduce the check-in by telling participants
how much time there is, and how much time each person has.

○ if time is limited, we might also warn in advance that we might remind people of
their time if they go over

○ for participants who are not used to keeping check-in short, offer a check-in
format that is easy to stop, e.g. sitting meditation.



● Questions to be Explored - the "meat" of the Agenda
● Closing Check-In - valuable for helping participants transition to the next part of their

day, and as a micro harvest.
○ Brief
○ one word of gratitude, or what you got out of today.

● Next Steps
○ Important to be clear about action items.

Appendix C: Summary of recent Shambhala Board and Potrang Board
statements

On February 18, 2022, the Shambhala Board and Potrang Board published a joint statement on
the results of their mediation since August 2021. The joint statement email is here, and the full
mediation agreement is here.

A slightly condensed version is:

At the request of the Shambhala Board, the Sakyong and the Sakyong Potrang have
agreed to relinquish their “sole member” roles and authorities, and will no longer be
involved in the selection of Shambhala Board members, or directly in the governance
and administration of the Shambhala Organization.

However, any of the following actions would require the agreement both of the
Shambhala Board and a representative of the holder of the Sakyong Lineage: -
Amendment of the Articles of Incorporation
- Amendment of the Bylaws
- Sale of substantially all of the assets or the liquidation or dissolution of Shambhala.

The purposes of the Shambhala organization have been amended to add the
“presentation, propagation, and support for the teachings of the Lineage of the Sakyongs
of Shambhala.”

The Sakyong Potrang has perpetually licensed the Shambhala name and related US
trademarks to the Shambhala USA organization at no cost for use in support of these
purposes.

On February 19, 2022, the Shambhala Board also released a longer statement to the
community, available here. The Board’s perspective reads, in part:

Our intention has been, above everything else, to help find a way to properly reconcile
the Sakyong and the whole community. We know that there are students who feel the
Sakyong has genuinely apologized for his past behavior, are devoted to the lineage and
are connected to the Sakyong and his teachings. However, we are also aware that many
others have expressed their need for the Sakyong to take more accountability.

To this aim, we approached the Sakyong and his representatives with the wishes for
better accountability and further communication from him. We offered ideas for possible



processes, consolidated the many emails we had received from the community that
articulated many open questions and feelings, and introduced potential consultants to
help with a reconciliation process. We also shared the new Code of Conduct, which we
understand the Sakyong and the Sakyong Wangmo support.
We have come to recognize that the Sakyong is focusing his energies on teaching outside
of Shambhala. We have been told by his representatives that he will continue on this
current path. We remain committed to providing a healthy practice environment and
community for his students within the Shambhala community.

We are also aware that many people in our community are committed to their
Shambhala path but are not interested in studying with the Sakyong. The Board sees
many opportunities to continue to deepen all of our practice and community life
together. We are fortunate to have many skilled, well-practiced teachers within our
community. Our centers and online spaces will continue to welcome groups to practice
together, utilizing the full range of the Shambhala teachings including those studying
with the Sakyong and those who are not. We also think that Shambhala can present our
teachings to the modern world in a variety of forms, and we are open to how best to do
that.

We understand that this is a big change from how students may have related to the
Sakyong before the crisis. However, the Shambhala Board is confident that as a
community we have tremendous resources to offer each other and the world. We are
committed to continuing to have Shambhala offer the Shambhala path teachings through
Werma practice and support for the Kagyu/Nyingma traditions through the Vajrayana,
which are part of our heritage. We commit to supporting the Shambhala contemplative
arts and other important aspects of Shambhala culture.


