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COMMUNITY BUILDING PROMPTS

The Hidden Cost of Holding Everyone
Together

Episode 3: Reflection & Discussion Guide

How to Use These Prompts

These prompts invite honest conversation about the invisible labor of leadership — the work of holding
psychological space so groups can function. Use them in team meetings, peer support circles, or as
individual reflection. The goal is to name what's usually unnamed, so we can share the load.

Ways to engage:

— Small group check-ins

— Written reflections in shared spaces

— Pair conversations after difficult meetings
— Team debriefs on "holding" roles

Discussion Prompts

If you're holding everyone together, who's holding you?

This is the core question. Think about the invisible work you do to keep your team, coalition, or organization
steady. Who supports you in that labor? If the answer is "no one" or "l don't know," what would it take to build that
support?

Where are you "holding the container” right now — and what does it cost you?

Name the spaces where you're managing tension, calming conflict, or keeping people aligned. What's the cost
after? Mood? Sleep? Patience? Body tension? Be specific. The cost is real, even if it's invisible.

What are your early warning signs that you're carrying too much?

Shallow breathing? Brain fog? Short temper? Losing kindness? These signals come before burnout hits. Share
what your body tells you first — and what helps you notice before it's too late.
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What would it mean to share the holding in your group or team?

Holding the container shouldn't be a solo sport. What would change if you rotated facilitation roles, named
emotional labor explicitly, or built accountability partnerships? What's stopping that from happening now?

Guidelines for Dialogue

Start with compassion

Holding is hard work. There's no shame in feeling
drained.

Avoid hero narratives

Holding everyone together alone isn't noble — it's
unsustainable. Talk about sharing the load, not

Name the labor

Use specific language. "Pre-holding," "live holding,"
"post-holding." Make the invisible visible.

Listen without fixing

When someone shares their cost, resist the urge to
solve it. Just witness and acknowledge.

carrying it.

BONUS
For Teams Working Together

If your team is ready to go deeper, try this collective practice:

“As a team, who's doing most of the 'holding’ work right now?”
This isn't about blame. It's about distribution. If one or two people are carrying the emotional weight for the whole

group, that's structural — not personal. Name it openly, then design a plan to redistribute the labor.
Follow-up question:

“What's one concrete way we can rotate or share holding roles this month?”

Examples:

Rotating meeting facilitation — Assigning a "care coordinator” role — Building in post-meeting debriefs — Creating
accountability partnerships

Movements don't fail because people stop caring.
They fail when leaders burn out from carrying the weight alone.
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