
Implementing Racial Equity

“The arc of the moral universe 
may bend toward justice, but it 
does not bend on its own.”

President Barack Obama



Developmental Response to Race



Race and Equity Activities Strive to Create
“Tipping Point” of System Change

Systems and the 
people in them, 
change according to 
established patterns.

(Adapted from Crossroads skills and 
Tools for Organizing.)



Equity System Change Strategies
• Clarify and articulate your business case for a racial equity

• Build organizational capacity and will to focus on system change 
– change the narrative

• Work with urgency; take strategic risks to advance equity

• Use data; equity impact analysis with impacted communities to 
advise changes in policies, practices, procedures

• Track outcomes and measure progress – move the needle



Clarify and Articulate your 
Business Case for Racial Equity
The Business Case for Racial Equity – W.K. Kellogg Foundation
http://www.nationalcivicleague.org/wp-
content/uploads/2018/04/RacialEquityNationalReport-kellogg.pdf

http://www.nationalcivicleague.org/wp-content/uploads/2018/04/RacialEquityNationalReport-kellogg.pdf
http://www.nationalcivicleague.org/wp-content/uploads/2018/04/RacialEquityNationalReport-kellogg.pdf


Group Exercise –
Business Case
Elevator Pitch 
Worksheet



Build Organizational Capacity and 
Will to Focus on System Change –
Change the Narrative





Historical Roots of Racial Residential Segregation and Persistent Poverty  

Source: ACPHD 2014, 12



Oakland 



Replace Common Narrative about Disparities 
Dominant Frame
• Individualism - winners/losers

• Personal merit or deficit

• People get what they deserve

• Backed with highly racialized 
assumptions

No Change

“This narrative will always produce 

durable, persistent and racialized 

poverty; built around just accepting 

and tolerating this societal problem 

by framing it as an individual issue.”  

~ john a. powell

Where do we see elements of the dominant worldview in ourselves 
and in our work?



Advancing Equity Requires Narrative Change
Equity Frame
• The individual develops in the 

context of access to opportunity

• Government has a role in 
addressing structural barriers

• Replace community 
marginalization with agency

• Community involved solutions
necessary for transformation

Transformation
“Liberty and Justice for all.”

(Adapted from work by john a. powell & the Grassroots Policy Project )

Where do we see elements of an equity frame in our work?



High Opportunity Workshop



Low Opportunity Workshop





Work with Urgency - Take 
Strategic Risks to 
Advance Equity



Cultivating Advocates
Advocates are people who recognize the value of pro-equity change. They have 
developed some expertise in the equity framework and principals, and have 
enthusiasm for it. They can explain the value of the change and the methods for 
getting there to their colleagues.

Advocates/Change Agents strive to:

• Articulate a compelling case for equity change

• Share experience with equity work; examples & concrete stories

• Tap dissatisfaction with current conditions, hopes and aspirations of others

• Communicate the way forward for creating racial equity

• Be hopeful; determined, resilient, committed



Seek/Acquire Authorization
You can begin to strategize for change without fully built out authorization, but 
success of any change effort requires it.

• What constitutes authorization in my organization?

• Who is on the critical path to authorization?

• How will we/I know when we are authorized to move forward with 
institutional change work?

• What kind of accountability will be required to sustain authorization?



Power Analysis
One aspect of institutional transformation is leveraging power to advance pro-
equity change.  Harnessing power is necessary to advance the activities and policy 
work that is needed to advance systemic justice.  Answering these questions begins 
to create a power map of your organization in relationship to racial equity work.

• Who Cares?

• Who holds Power?

• Who are your advocates?

• Who are your opponents?

• Who is on the critical path to next steps to advance equity change?



Change Target Analysis
Purpose:

• Build Relationships with key change targets (people you need or want 
involved in taking the racial equity efforts to the next level)

• Scan for attitude – Advocate (all in, experienced with the change, building 
and applying advocate skills), Undecided (on the fence but curious/willing 
to investigate; or unfamiliar with and perhaps disinterested in the change)

• Gather information regarding targets influence/power/self-
interest/knowledge level, etc.

• Formulate strategy for working with target to make it possible for them to 
buy in and exercise their power for advancing racial equity in the 
organization



Address Resistance by Deepening 
Conversations About Race



Motivate with A.C.T.

Affirm
Counter
Transform

In small groups create an ACT 
statement for the second 
problem statement.



5 Tips for Being an Ally



Use data; Equity Impact Analysis, with 
Impacted Communities to Advise 
Changes in Policies, Practices, 
Procedures



Program Design for Equitable Outcomes

Step 1
Name the desired future condition – All residents of the City of Oakland are economically 

secure and living in thriving, healthy communities (begin with the end in mind).

Step 2

Use disparity data to understand current conditions – African American, Indigenous, 
Latinos and some Asian groups over represented in poverty, unemployment, unsheltered, 
living with poor health outcomes and shorter life expectancy.

Step 3

Work with the impacted community - to complete a root cause analysis to deepen 
understanding of the problem, and to determine what partnerships are needed to respond 
comprehensively.

Step 4
Design equity approaches that remove barriers, with rigorous performance measures
– aim to address root causes of disparities and to remove barriers to access.

Step 5
Repeat Steps 2 - 5 as needed – in a continuous improvement loop until desired future 

conditions from Step 1 are achieved.



Program Design for Equitable Outcomes

Step 1
Name the desired future condition – All residents of the City of Oakland are 

economically secure and living in thriving, healthy communities
(begin with the end in mind).

Cannabis Equity 
Program



Track outcomes; Measure Progress,
Move the Needle



*RBA Meaningful Program Measurement –
Is anyone better off? 
Did the work make a difference?

Answer the questions: 
How would I know if this solution worked? 
What is the intended impact?  
How would I know if anyone is “better off” as a result of it - it 
made a difference? 
…and articulate it as a measure. 

This is the difference between doing business as usual, which has produced 
racially inequitable outcomes for generations, and being accountable for the 
impact of our work making a difference in peoples lives.

(*Adapted from Result Based Accountability Training by Erika Bernabei)



RBA - Developing Program Performance Measures

How much did we do? How well did we do it?

Is anyone better off?

# organizations/ 
people served

# activities 
(by type of 
activity)

% common measures
e.g. workload ratio, staff composition,
% staff fully trained/culturally 
competent 
% services in language spoken,

#/% skills/knowledge
e.g. knowledge of how to start a small biz

#/% attitude/opinion
e.g. feel a sense of belonging in the organization

#/% behavior
e.g. school attendance, residents included in decision-making

#/% circumstance               
e.g. working, in stable housing

% activity-specific
measures

e.g. % timely
% people completing 
activity/training attendance rate, 
% correct and complete



Discussion/Homework

What are our organization’s next steps?

What are my next steps as a change agent/leader?



Brian Stevenson’s Remarkable Speech Video
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