
CASE STUDY:
QUIET CULTURE SHIFTS FOR A CHORUS SET IN

ITS WAYS
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Location: Rural USA
Choir Type: Small, mixed community choir with a strong
performance focus
Focus Area: Navigating resistance, supporting trans
inclusion, and setting new culture norms
Date of Collaboration: Spring–Summer 2025

The name of the choir has been omitted (by request) to protect
the identity of its members and committee.



About the Choir

A hardworking and well-established performance-focused community choir,
known for its enthusiastic spirit and fast-paced performance cycles. With a
strong core of long-term singers, the group had developed a well-oiled (and
often traditional) rhythm - high expectations, packed rehearsals, and minimal
discussion of interpersonal dynamics.

But as interest from new singers grew, especially those from marginalised
backgrounds, the group found itself at a crossroads:

Moments of friction around pronouns and identity
Resistance to inclusive language from a few vocal members
A growing gap between the choir’s public identity and its internal culture

The Musical Director reached out after a rehearsal moment involving a
visiting trans singer and a dismissive comment from a long-time member,
which left the room quiet and uncertain. The visitor didn’t return in the
following weeks, and the MD was left feeling unsupported and unsure how
to lead inclusively, without alienating the group.

The Collaboration

Rather than launching straight into “training” or confronting individuals, we
discussed how to build trust, reframe the conversation, and gently introduce
a more future-facing tone:
1.Reframing the Language
Swapping DEI jargon for language the group resonated with: fairness,
respect, being a team. “Inclusion” became “making sure everyone can thrive
here,” and “mental health” became “looking out for each other.”
2. Listening Before Leading
The MD discussed hosted informal, off-rehearsal chats over coffee - no
agenda, just a check-in on “how the group is growing and what kind of choir
we want to be.” This would create space for concerns to surface without
defensiveness.2



3. Strategic Redirection in Rehearsal
Together, we developed short, practical phrases to gently call in unhelpful
behaviour without confrontation:

“Hey, let’s keep it welcoming.”
“We’re trying something a bit different - give it a go.”
“Not everyone sees things that way; let’s stay open.”

4. Supporting the Trans Visitor
The MD reached out with care, explaining the situation honestly and
reassuring them that work was being done to improve the climate. An open
invitation to return was extended - when the singer was ready.
5. Introducing a Choir Charter
It was recommended that the group should co-write a simple Choir
Agreement: just a few core values about how they treat one another. This
wasn’t about policing, it was about professionalism, pride, and preparing for
growth.

The Aim (What we hoped the result would be)

No More Silence: Comments like before should no longer be met with
awkward laughter or nothing at all. Instead, they can be gently redirected,
so the tone of rehearsals begins to shift.
Space to Grow: The MD feeling more confident managing resistance,
setting boundaries, and modelling a more inclusive leadership tone,
without losing the group’s spirit.
Bridges, Not Walls: The dismissive member not being shamed or ousted.
Instead, the climate can be changed enough that his comments lose their
audience.
A Warm Welcome (Round Two): Visiting singers never experiencing such
behaviour again.
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