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Welcome



Introducing the GARE Team 

GARE  Affiliate 

Co-Lead Trainer

Tony Pattillo
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Project Manager
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President / GARE 

Founder 

Co-Lead Trainer 

Julie Nelson
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Today’s objectives
Policymakers operationalizing racial equity
• Continue to build on the learning series 

content 
• Build public will to advance racial equity 
• Strengthen cross sector supports to 

overcome challenges 
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Warm Up Discussion

• Identify an opportunity to 
move from transactional 
to transformational 
change. 
• What concrete steps 

will you take? 
• What support do you 

need? 



GARE Practice 
Normalize

A shared analysis 
and definitions

Urgency / prioritize

Operationalize

Racial equity tools

Data to develop 
strategies and drive 

results

Organize

Internal 
infrastructure

Partnerships

Visualize
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Today: Operationalize
Normalize

A shared analysis 
and definitions

Urgency / prioritize

Operationalize

Racial equity tools

Data to develop 
strategies and drive 

results

Organize

Internal 
infrastructure

Partnerships

Visualize
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Racial Equity Tool Methodology
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1 Desired results
Your vision and desired state-of-being for ALL

2 Analysis of data
Identifying who is most negatively impacted

3 Community engagement
Shifting power to those most impacted

4 Strategies for racial equity
Informed by desired results, data and engagement

5 Implementation plan
Identifying tasks and setting a plan

Communications and accountability
Forming a message and documenting impact6

TAKING NOTICE. 

Gain understanding 
of the community 
as a whole. Take 

notice of institutional 
and structural racism.  

Given current 
conditions:  Who / 

where are those who 
are burdened?  Who / 
where are those who 

benefit?  WHY?  



It’s more than just talk – ACT
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Communications – telling stories that build 
public will to advance racial justice

Affirm

• Start with the 
heart and values

• Explain why we 
are all in this 
together via 
shared values

Counter

• Explain why we 
have a problem

• Take on race 
directly

Transform

•Reframe winners 
and losers

• End with heart and 
a solution
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Building a "Bigger We"
Toward a just, multiracial democracy
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Stoking Fear 
& Resentment

Attacks on 
Government

Power + Wealth for 
the Few

Shrinkage of Public 
Goods

Anxiety + Social Separation

Building a "Bigger We"
Addressing the roots of our division
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Narratives We’re Battling Narratives to Elevate

Us vs. Them “Shared Fate” / Belonging

Fear the “Other” “Solidarity Dividend”

“Wokeness” is a Threat Freedom to Learn and Thrive

“Trust the Market” “We the Public”

“Big Government” Government is Vehicle of the Public

Meritocracy Systems Drive Outcomes

Building a "Bigger We"
Elevating new narratives
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Building a "Bigger We"
Elevating a solidarity dividend
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Building a "Bigger We"
Elevating shared fate and belonging
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Building a "Bigger We"
Surface root causes of divisions
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Building a "Bigger We"
Surface root causes of divisions



Small Group Activity 
Elevator Pitch

(what motivates you to work 
on racial equity and why?)
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1 65432

IGNORE INFORM CONSULT COLLABORATEINVOLVE DEFER TO

IMPACT MARGINALIZATION PREPARATION LIMITED VOICE OR 
TOKENIZATION

VOICE DELEGATED 
POWER

COMMUNITY 
OWNERSHIP

COMMUNITY 
ENGAGEMENT 
GOALS

Deny access to 
decision-making 
process

Provide with 
relevant 
information

Gathering input Ensure community 
needs and assets 
are integrated into 
process & inform 
planning

Ensure community 
capacity to play a 
leadership role in 
decision-making 
and the 
implementation 
decisions

Fosters democratic 
participation and 
equity through 
community driven 
decision-making. 
Bridges the divide 
between community 
and governance

MESSAGE TO 
COMMUNITY

Your voice, needs 
& interest do not 
matter

We will keep you 
informed

We care what you 
think

You are making us 
think (and 
therefore act) 
differently about 
the issues

Your leadership 
and expertise are 
critical to how we 
address the issue

It’s time to unlock 
collective power 
and capacity for 
TRANSFORMATIVE 
solutions

ACTIVITIES Closed door 
meeting
Misinformation
Systematic 
Disenfranchisement
Voter suppression

Fact sheets
Open Houses
Presentations
Billboards
Videos

Public Comment 
Focus Groups 
Community 
Forums
Surveys

Community 
organizing & 
advocacy
Interactive 
workshops 
Polling
Community forums
Open Planning
Forums with Citizen 
Polling

MOU’s with 
Community-based 
organizations
Citizen advisory 
committees
Collaborative Data 
Analysis
Co-Design and 
Co-Implementation 
of Solutions
Collaborative 
Decision-Making

Community-driven 
planning and 
governance
Consensus building
Participatory action 
research
Participatory 
budgeting
Cooperative models

Spectrum of Community Engagement to Ownership - Facilitating Power

Community engagement continuum

https://www.facilitatingpower.com/spectrum_of_community_engagement_to_ownership
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1 65432

IGNORE INFORM CONSULT COLLABORATEINVOLVE DEFER TO

Where on the continuum do 
you most frequently land?

Community engagement continuum
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Locate your “bridgers” in the 
communities that are most impacted

Together, create shared spaces and 
ground those spaces in history as the root 
causes for today’s conditions

Identify the bridges you are best 
positioned to help build (e.g., urban/rural, 
sector, demographics) and be clear about 
towards what end

Cross-Sector Collaboration
Ground bridging in local organizing
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Bridging across Sectors



•Chief Equity Officer and 
Team 
•Chief Equity Officer (1)
•Policy Directors (2)
•Project Managers (3)
•Administrative Assistant (1)
•Core Team

•Equity Leads
•Reps from Core Support 

Agencies – DMB, HR, OHREP, 
OPA, NCS, DEI, DPMM

•Equity Ambassadors recruited from 
workforce to support training
•Executive Leadership Team
•CFO and DCEXs
•Leadership of Core Support 
Agencies
•FCPS CEO & key leadership
•Senior Management Team 
Engagement
•Board of Supervisors 
Engagement
•Community Engagement 
•One Fairfax Community Roundtable

•Areas of Focus 
•Attainable Housing 
•Equitable Development
•Digital Equity
•Inclusive Prosperity 
•Health 
•Cradle to Career Success
•Safety and Justice
•Food Security
•Department Level 
Infrastructure
•Equity Directors in key departments:  HR, 
FCPD, DPD, FCPD, Fire, DOT
•Equity Leads and Teams
•Equity Impact Plans
•Equity Impact Assessments 
and Statements on Select BOS 
Items
•Trust Policy Implementation
•Shared Accountability Efforts

•Successful Children & Youth Policy 
Team

•Place-based Collective Impact 
Structures (Communities of 
Opportunity; Opportunity 
Neighborhoods)

Central Leadership

•Training and Capacity 
Building
•Technical Assistance

•Strategy Development
•System/Program Analyses
•Culture Change Processes

•Inclusive Community 
Engagement
•Faith, Civic, Nonprofit, and Business 
Engagement
•Language Access
•Communications/Messaging
•Place-based
•Population-focused
•Accessibility
•Planning and Analysis
•Data Analytics
•Geospatial Resources
•Assessment and Evaluation
•Legislative Review
•Human Resources 
Management
•Organizational Development
•Employee Relations 
•Integration into Procurement 
and Budget Processes

Core Implementation 
Supports 

Equitable Policy & 
Practice Integration 

Countywide Operational Structure for One Fairfax Policy Implementation
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Fairfax County, VA
Progressive Sequence of Collaboration
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Mayor’s Racial Equity Initiative seeks to raise a quarter-of-
a-billion dollars to address inequities and boost 
opportunity in Charlotte Mecklenburg

Charlotte Mayor Vi Lyles

• $80 million from the City of Charlotte and other public sources

• $97 million in private philanthropy

• $19 million in low-return debt and equity

$40 million from The Duke Endowment

$25 million from Bank of America

$10 million from Lowe’s

https://equityclt.org/wp-content/uploads/2021/11/11.1.2021-Mayors-racial-equity-initiative-announcement-FINAL.pdf


Buffalo, New York
Greater Buffalo Racial Equity Roundtable

• The Racial Equity Dividend: Buffalo’s Great 
Opportunity (2016) established a baseline and the charge

• 30+ community leaders from public, private, nonprofits and 
faith institutions

• In 2017, received a $2 million grant over 5 years from the 
W.K. Kellogg Foundation (WKKF) in support of a local Truth, 
Racial Healing & Transformation (TRHT) effort in Buffalo.

• Current Initiatives: 
• Juvenile Justice Works
• Racial Equity Impact Analysis Training 
• Business Leaders Task Force
• Youth Employment Coalition
• Boys and Young Men of Color Alignment
• Reentry Coalition
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Lunchtime table talks: Consider a racial 
equity challenge in your community:

1) What sectors are best situated to help you better 
understand it? 

2) How might you enlist different sectors to address 
it?  

3) What is your role?  

4) What is local government’s role?   
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Not just doing something different, but 
becoming something different
● A new mindset

● A new way to operate

● Acknowledging that what got you where you are today won’t get 
you to where you want to be in the future

● Integrating transactional approaches to advance overall objectives 
which advances racial equity initiatives

● Building political will to create racial equity



Bold Steps and 
Opportunities for 

Sustainability 



Resources
Fairfax County, VA
• https://www.fairfaxcounty.gov/chairman/chairmans-task-force-

equity-and-opportunity
• https://www.fairfaxcounty.gov/topics/sites/topics/files/assets/docu

ments/pdf/equitable-growth-profile-report.pdf

Charlotte, NC
• https://www.forbes.com/sites/marybethgasman/2021/11/01/a-250-

million-investment-in-racial-equity-aims-to-advance-charlotte-north-
carolina/?sh=5c0fe5b212d6

Buffalo, NY
• •https://racialequitybuffalo.org/files/documents/report/theequitydi

videndfinaljune2018.pdf
• •https://www.cfgb.org/community-change/initiatives/racial-equity-

roundtable/
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