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EXECUTIVE SUMMARY Minneapolis, Portland, and King County, WA are all majority white geographies with inequity embedded into their histories and subsequent systems. In reaction to their pasts, each of these three municipalities has in the last decade undertaken a fresh approach to including equity in strategic planning efforts. Our paper seeks to compare the three approaches to equity planning and draw recommendations for further equity planning efforts. Our measurements for comparison are informed by extensive literature on equity planning and strategic planning more generally. Key items for evaluation include: external and internal context, characteristics of the physical document, the degree to which resources are allocated to equity strategic planning, the stakeholder engagement process, and the implementation strategy. We find that King County’s and Portland’s equity strategic planning efforts have the most in common. Both feature centralized planning efforts, a robust stakeholder process, inclusion of community members in the planning process, and a carefully considered implementation plan that includes indicators for future success. Following our analysis, we offer the following recommendations for equity strategic planners: ●



Engage a broad group of stakeholders through all stages of the process.



●



Develop strategies to evaluate and benchmark progress from the outset.



●



Commit resources to equity strategic planning through formal processes.



●



Be very clear about the vision and goals to get there.



●



Find ways to institutionalize the work



Being mindful of these principles will aid strategic planners in building lasting efforts to improve equity in their region.
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INTRODUCTION A focus on equity has re-emerged in areas experiencing the ever-widening gaps of wealth and resource distribution. Equity has become a ubiquitous topic in our conversations regarding education, healthcare, housing, employment, and basically all avenues that pertain to achieving a good life. Considering our nation’s fraught history with race and discrimination, and our resistance to facing up to that history, it is no surprise that we continue to struggle with inequities despite efforts towards eradication. Reaching the goal of equity for all is a challenging, long-term, and intentional journey. King County, Portland, and Minneapolis have all chosen to take this journey, with varying degrees of progress thus far. There is much to learn from their endeavors. Our intention for the analysis of their approaches is that it will serve to inform those who are already engaged or considering engaging in equity strategic planning. The impact of history cannot be separated from equity strategic planning today. This paper therefore takes the reader through the historical context for equity strategic planning in the three localities and covers the changing approaches to equity strategic planning over time. We evaluate the equity strategic plans of King County, Portland, and Minneapolis by following a guiding framework which examines the external and internal context, the nature of the physical document, the allocation of resources to process and implementation, the stakeholder process, and the implementation process of each of the geographies. Each of these elements were chosen for examination because they reveal useful information that would improve the success of any plan. For instance, the role of internal and external contexts reveals the crucial need for political will behind a unified vision; the physical presentation of the document embodies the accessibility of the process to the average citizen; and the role of resource allocation exposes the true level of priority and possible long-term success of the plan. The final sections of the paper provide a comparison and contrast, followed by recommendations, of the three equity strategic plans. But before we discuss successful equity strategic planning, we must first delve into a bit of background.



CONTEXT MINNEAPOLIS



GREATER PORTLAND



KING COUNTY, WASHINGTON



The city of Minneapolis is a



The Greater Portland area, or Portland



King County is the largest



large midwestern metropolis,



Metro, is in the southern region of the



county in the Pacific Northwest



with a population of roughly



Pacific Northwest and is 463 square



state of Washington, and is



400 thousand people. It is 54



miles. It emcompasses the 1.6 million



home to 1.9 million residents.



square miles and located



residents of Clackamas, Multnomah, and



It the county encompassing



within Hennepin County in Southeastern Minnesota.



Washington counties. It also includes the 25 cities in the Portland area.



Seattle, Washington, and covers 2,037 square miles.



HOW DID EQUITY BECOME A KEY ISSUE? 6



Minneapolis, Portland, and King County, WA are all majority-white regions with inequity embedded into their histories and subsequent systems. For example, Oregon prohibited African-Americans from living within its borders when the state entered the union in 1859. Exclusionary laws persisted until federal laws eventually replaced them, discouraging African Americans from settling in the state from early-on in its history (Nokes, 2017). Urban renewal projects from the 1950’s to 1980’s promoted further discrimination against minorities and non-landowners, displacing families and creating environmental precursors to gentrification (Semuels, 2016). Today, the area continues to struggle with statistics that demonstrate disproportionate rates of discrimination and discipline against people of color. Portland itself is the "whitest" city in the country — 72% of its population is white, and a mere 6% is African American (Semuels, 2016). A report released in 2014 by Portland State University and the Coalition of Communities of Color notes significant inequities in employment, health outcomes, and graduation rates between whites and African Americans. The report also concludes that, given the limited exposure to people of color in Oregon, the state has been especially slow to dismantle the inequitable systems rooted in its deeply racist past (Semuels, 2016). Similarly, King County grapples with an intense area history of racial inequity and discrimination. Before World War II, many African Americans moved to King County to escape the deep racial tensions and danger in the South. During the war itself, many more migrated to the county as it became a wartime production center, creating racial complexities and tensions as Southern whites migrated there for similar reasons. In that same time period, King County thoroughly participated in the systematic expulsion and imprisonment of the 9,600 Japanese living within its borders (Takami, 1998). Following the war, minority populations in King County, especially the African American population, continued to grow, despite facing persistent discrimination in housing, employment, and segregated schooling. During the Civil Rights era, however, King County made considerable progress through conscientious changes, such as removing language and mandates that promoted discrimination. This was largely in response to a robust presence of Civil Rights activism in Seattle and surrounding areas (Abe & Taylor, 2017). Despite these notable and genuine efforts, the county continued to face significant inequities and racial disparities within county systems, which persist to this day. In an attempt to understand why these changes failed so significantly over time, formal equity planning efforts began in 2008 — headed by King County’s first African American executive, Ron Simms — with hopes to change county institutions to better serve all of the county’s communities (Caldbick, 2016). The city of Minneapolis has also had historic difficulties with racism and inequity, but inaction and recent events have brought issues of race relations to the forefront of city politics. A recent study found that the state of Minnesota is the second-worst state for racial inequality in the country, and Minneapolis has the sixth-worst income disparity between whites and blacks (Nelson, 2017). Recent police shootings and violence against minorities has “propelled racial injustice to the center of the local political discourse,” and in the 2017 local elections, several leading city council and mayoral candidates held equity issues central to their campaigns. This, along with the debate surrounding former Mayor Betsy Hodges’ perceived inability to deliver on promises of racial equity, has prompted the question: Will the focus on equity in Minneapolis lead to action, or is it simply lip service to generate votes with the city’s frustrated residents? (Belz, 2017) Although the three regions discussed here are recently taking thoughtful and structured approaches to addressing equity issues, equity strategic planning has a decades-old history in the United States with roots reaching back to the 1960s.



FOUNDATIONS OF EQUITY STRATEGIC PLANNING Equity strategic planning is a concept that rose to prominence in the Civil Rights era. It was a period of social change marked by the passage of landmark legislation such as the Economic Opportunity Act of 1964, which declared a war 7



on poverty; the Civil Rights Act of 1964, which outlawed discrimination based on race, color, religion, sex, or national origin; and the Civil Rights Act of 1968 (also known as the Fair Housing Act), which prohibited discrimination concerning the sale, rental, and financing of housing based on race, religion, national origin, and sex. With this backdrop, an equity planning approach of planners as activists was pioneered by the work of Norman Krumholz, Cleveland’s planning director from 1969 to 1979. Krumholz explicitly addressed poverty and racial segregation. He called on planners to work towards social justice goals by representing marginalized voices in planning processes, promoting equity to planning commissions, politicians, and the public, and offering alternative plans and policy proposals (Zapata & Bates, 2015). During this time, racial discrimination was an accepted explanation for inequality, and the moral value of equity resonated as a valid reason for achieving equity. This approach ran counter to the mainstream conception of individualism in which everyone starts from an equal footing and those who fall behind are personally flawed. In contrast, the moral value of equity meant recognizing that people are situated differently, oftentimes due to systemic and structural barriers beyond personal control. Thus, the reason for achieving equity is moral; it is simply the fair and right thing to do. Krumholz’s seminal work, the Cleveland Policy Planning Report (1975), defines equity as “a relational concept and prioritizes the needs of those who are ‘less favored by present condition’ within a context of limited urban development resources” (Brand, 2015, p.250). This prioritization of needs was termed the “principle of redistribution” (Brand, 2015, p. 249). The moral value of equity advocated by Krumholz can still be found in the language of current equity strategic plans. King County’s equity strategic plan states that “equity is fundamental to the society we seek to build. It is an ardent journey toward well-being as defined by those most negatively affected” (King County Office of Equity and Social Justice, 2016, p. 4). Portland’s plan indicates that it is “committed to ensuring all people in the region have the opportunity to thrive in all aspects of social well-being, regardless of their background and zip code . . . [and] has identified racial equity as its strategic direction” (Metro, 2016, p. 14). Minneapolis is “targeting its resources to making a noticeable impact on disparities . . . [with] intentional focus on geographic cluster rather than scattering efforts throughout the city” (City of Minneapolis, 2015, p. 1).



AN ECONOMIC APPROACH TO EQUITY After the Civil Rights era, targeted strategies for reducing disparities — such as racially based strategies — became politically unfeasible. Overall, equity planning wasn’t universally embraced. Instead, governments employed colorblind and race-blind standards to combat racial discrimination. This approach was founded on the idea that equality, which means everyone is treated the same, would lead to equity, and did not consider that not everyone is similarly situated (Metro, 2016). Furthermore, even those who worked towards equity weren’t necessarily able to “mov[e] from an equitable planning process to actual equitable outcomes” (Metzger, 1996, p. 115). Outcomes matter when you’re spending taxpayer dollars, especially during economic downturns. Thus, in the post-Civil Rights era, we see a shift from moral value and targeted strategies in equity planning toward a focus on economic value and universal strategies. Targeted strategies came to be perceived as giving more to certain groups by taking from others, making it politically divisive and unsustainable. With universal strategies, the differences between how people are situated is of no concern. The main concern is that everyone gets the same things through the same pathway. Universalism fit into the resurgence of neo-liberalism, an idea that originated in the 19th century. According to Harvey (1985), “planners’ ability to attain more justice is circumscribed by the ideological hegemony of neo-liberalism” (Brand, 2015, p. 250). Neo-liberalism is committed to a “strong free market, deregulation, privatization, and a minimalist state” (Brand, 2015, p. 251) and rejects social spending based on targeting and redistribution. It shifts the dynamic from moral value as the primary driver to “prosperity for all.” Harvey argues that, 8



“while planners (as part of the state) can contain the conflicts between different classes through democratic decision making and some minor forms of redistribution, the state is ultimately working to reproduce the interests of capital” (Brand, 2015, p. 251). Neo-liberalism’s influence permeates the equity strategic plans of King County, Portland, and Minneapolis. King County’s plan states that attaining equity is “[N]ot only a moral imperative, but inequities undermine our collective prosperity and threaten our region’s ability to remain globally competitive” (King County Office of Equity and Social Justice, 2016, p. 10). The connection of equity to collective prosperity is also echoed in Portland’s equity plan: “Our current and future diversity will help develop and maintain sustainable economic growth if we proactively address the issue of equity” (Metro, 2016, p. 7). They further state that there is no need to choose between equity and economic growth because they are complementary, evidenced by measured data which demonstrate that “[r]egions with greater racial inclusion and smaller racial income gaps are more primed for economic growth” (Metro, 2016, p. 52). Minneapolis’ Racial Equity Policy Work Group takes a more explicit approach by making diversity and equity a business goal (City Council Study Session, 2014), while Minneapolis’ mission and vision statements support this framing. Minneapolis’ mission is “to support and encourage efforts by all employers to hire, retain, and promote more people of color and continue to collaborate more intentionally with private, public, and nonprofit partners to close racial disparities in the metropolitan area;” its vision is to create “a city where everyone can thrive economically and where race will no longer predict individuals’ level of educational attainment, likelihood of going to prison, life expectancy, income or employment status” (City of Minneapolis, 2017).



A NEW APPROACH TO EQUITY PLANNING If the underlying value for equity planning is regarded as mainly economic, and less anchored in moral value, how does equity planning survive when there is economic downturn or if economic returns are not immediate? john a powell1 addresses this and helps move the conversation into a new phase of equity planning. powell does not surrender to the dichotomies of moral value vs. economic value or democratic goals vs. free market capitalism. Instead, powell uses language to transcend the dichotomies, offering a way forward by “develop[ing] external language that translates into universal benefits” (Prosperity Now, 2017, p. 7). He combines the policy terms “targeted” (for a specific population) and “universalism” (for everyone) to coin “targeted universalism.” Targeting within universalism means “identifying a problem, particularly one suffered by marginalized people, proposing a solution, and then broadening its scope to cover as many people as possible” (powell, Menendian, & Reece, 2009, p. 16). It is based on the premise that “problems faced by particular segments of American society are problems that can spill over into the lives of everyone” (powell, et al, p. 16). As a result, there are both personal and wide-ranging incentives to strive for equitable outcomes. We see targeted universalism in the approaches used by King County, Portland, and Minneapolis as well. King County’s strategic plan specifically names targeted universalism as its approach. It states, “we must approach with targeted universalism – where we define goals for all, identify the obstacles faced by specific groups, and tailor strategies and build on assets to address the barriers in those situations” (King County Office of Equity and Social Justice, 2016, p. 15). Portland’s plan adopts the approach that “[b]y addressing the barriers experienced by people of color, we will effectively also identify solutions and remove barriers for other disadvantaged groups. The result will be that all people in the Portland region will experience better outcomes” (Metro, 2016, p.8). Materials from the One Minneapolis initiative that highlights equity concerns within the city state that “[r]acial inequities are addressed and 1



john a. powell is the author’s preferred spelling. 9



eliminated so all Minneapolis residents can participate and prosper.” Also, Minneapolis designates “Prioritizing Racial Equity” as a value that will “generat[e] fair impacts and outcomes for all individuals and communities” (City of Minneapolis, 2017). According to powell, “targeting within universalism means being proactive and goal-oriented about achievable outcomes” (powell, et al, p. 16). Success is determined by outcomes, not just inputs and designs, and certainly not just by intent. With any endeavor, a plan can be developed yet never put into action, thus producing no resulting outcomes. In King County, objectives are actionable and measurable, and “[e]quity outcomes are evaluated based on equity outcomes, not just their intent” (King County Office of Equity and Social Justice, 2016, p. 11). Portland applies racial equity decision-making tools and evaluation metrics to their plan objectives, action items, and outcomes (Metro, 2016, p. 52). Minneapolis uses the City Goals Results Minneapolis program to measure progress to understand how they are doing and find ways to do their work better (What Works Cities, 2017). The ultimate evidence of success is systemic change and the dismantle of systems that perpetuate unfair outcomes. Targeted universalism as an approach for equity strategic planning is a pragmatic and politically viable choice. The timing for this type of approach aligns with the increasing diversity of the U.S. population. In 2016, Krumholz, then aged 89, professed cautious optimism that equity in city planning can continue to gain support (Guth, 2016, p. 22). He believed that a rapidly changing U.S. demographic is the driving force for growth in equity-oriented planning practices. He believed that an increase in diversity in the United States can produce the political conditions for change, not only in city planning, but in all institutions in U.S. society (Krumholz, 2015, p. 345). powell’s response is thoughtful, nuanced, and hopeful as he envisions that we are not just changing demographically, “but more importantly as a matter of our history and practices. Where this journey and process will lead us is not predetermined, but certainly it must be to a place beyond our present failure to alleviate needless suffering and to build sustaining community” (powell, 2012, p. 27). With these tenets in mind and an eye to key elements of effective strategic planning, we have crafted a framework for evaluating the equity strategic plans of King County, Portland, and Minneapolis to highlight the most effective aspects of each. Next, we will detail the elements that inform our evaluation framework.



EVALUATION FRAMEWORK Effective creation and implementation of a strategic plan requires both



INTERNAL & EXTERNAL CONTEXTS



CHARACTERISTICS OF THE PHYSICAL DOCUMENT



RESOURCE ALLOCATION



internal and external buy-in from influential stakeholders. From an internal perspective, leveraging key stakeholders and casting a broad net will help buoy internal support for changes to support the planning process.



A well-designed document and stakeholder process may be used in tandem to garner external support for the planning process. The use of imagery and thoughtful graphic elements can help make a planning document accessible to a range of external stakeholders.



Even the best strategic planning will fall flat without adequate continued resources. Thoughtfully integrating the planning process with the budgeting process ensures continued support for the strategic plan, and in 10



examining the resource allocation process, we can draw inferences regarding the long-term success of the plan.



The consideration of stakeholders is an essential part of the planning process. Not only does the inclusion of stakeholder voices at the table help shape the strategic planning process, but engaging key stakeholders (both



STAKEHOLDERS



internal and external) by addressing their needs builds broad support for the planning process. Planning is all well and good, but for strategic planning to have lasting effects, the process of implementation must be given profuse and early



IMPLEMENTATION



attention. In examining the organization’s plan for implementation, we may paint a picture of how effective the strategic planning process will be in the long term.



Taking into account the background literature on equity strategic planning and strategic planning more generally, we will evaluate the three equity strategic plans mentioned here — King County, Portland Metro, and Minneapolis — in the context of the following framework. Our measurements for comparison include: external and internal context, characteristics of the physical document, the degree to which resources are allocated to equity strategic planning, the stakeholder engagement process, and the implementation strategy.



THE ROLE OF INTERNAL AND EXTERNAL CONTEXTS For places as large as Portland, King County, and Minneapolis, strategic planning efforts require political support writ large. Marshalling political will is central to strategic efforts, and it is the key support of local elected officials that creates the climate for real action around equity (Kornberger & Clegg, 2011). From an internal perspective, who the internal champions of the process are may determine the level of commitment to implementing the plan (Bryson, 2011). Evaluating to what degree the equity strategic planning process is congruent with the organization’s mission, or how the organization would like to see its mission change, will also impact successful outcomes of the strategic plan (Goodsell, 2011). Effectively navigating the change management process will help mitigate any cognitive dissonance the strategic planning process creates (Goodsell, 2011; Bryson, 2011), which requires — among other things — strong internal coalition building and a unified vision (Kotter, 1995; Bryson, 2011). Overall, building support for the strategic planning process both inside and outside the organization will improve the success of the plan.



HOW THE DOCUMENT SHAPES OUTCOMES The physical shape that the strategic planning document takes makes a statement about the primary intended user of the document. A well-designed document and stakeholder process may be used in tandem to overcome cynical attitudes of residents toward local government (Berman, 1997). Although a physical planning document published in the form of a report may be supplemented with online engagement and in-person community gatherings intended to communicate the strategic planning process to the public, it remains a tangible representation of how accessible the 11



process is or is not made to the average citizen. Our analysis will provide a side-by-side comparison of how language, imagery, and graphic elements are treated in the equity strategic planning document.



THE ROLE OF RESOURCE ALLOCATION Budget allocation to strategic planning efforts may be the single most telling feature of organizational support for the strategic plan. They are often the most “consequential policy statements” of the organization (Bryson, 2011, p. 294). Though the budget process of governmental organizations may inherently be rushed, chaotic, and political in nature, finding ways to integrate the strategic plan into the budgetary process will have a significant impact on the overall success of plan implementation (Bryson, 2011). Linking the strategic plan to the budgetary process and other key policy aspects of the organization allows implementation to become “part of everyday operations” (Sorkin as cited in Wheeland, 2003, p. 63). We hope that in examining the degree to which the equity strategic plan has been integrated into the budget process, we will be able to make inferences regarding the long-term success of the plan.



HOW ARE STAKEHOLDERS INCLUDED? Although the literature is divided on how best to include stakeholders and how to choose which stakeholders to devote time to engaging, what is agreed is that robust stakeholder support is essential to “create and sustain winning coalitions” (Bryson, 2004, p. 23). This is because success will depend on ensuring key stakeholders are satisfied and on identifying how they define satisfaction based on what they value. Ultimately, when choosing which stakeholders to bring to the table, erring on the side of inclusivity will provide the most complete and democratic outlook (Bryson, 2004). Choosing how to involve low-power, high-interest groups in comparison to other, high-power groups also speaks to how the organization values the needs of marginalized groups (Bryson, 2011). An important distinction that Bryson makes is between “champions” of a strategic planning process and those that “own” the process. Though the champion initiates the planning process, it is vital to involve key stakeholder groups who will be involved in varying levels of the implementation and evaluation process (Bryson, 2011). In our case, the champion is typically the municipal body leading the planning process, but key decision makers include people within the organization as well as community members who are representative of those impacted by the organization’s planning decisions. Those with the most at stake include marginalized racial and ethnic minorities and all other area residents. Drawing comparisons in the stakeholder process between each of the three strategic plans evaluated here will illuminate how they approach the issue of equity strategic planning.



WHAT ROLE DOES IMPLEMENTATION PLAY? To ensure a successful strategic planning process, implementation must never be a casual footnote to the strategic plan. Often, implementers are removed from the strategic planning process, and change is dumped on their doorstep with little thought regarding limitations and obstacles to implementation. As such, implementers may often be reticent to initiate a smooth implementation process. The success of a strategic plan can be improved when implementers are brought to the table early, when project management approaches are used, when changes can be implemented quickly and simply, when changes can be linked to ongoing initiatives, and when resources have been thoughtfully integrated into the implementation process. Implementers are key stakeholders, and as mentioned earlier, a holistic change management process that includes their concerns can be crucial to success (Bryson, 2011). When evaluating each equity strategic plan, we consider the implementation approach and how this impacts the success of the plan.
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With this framework in mind, we will take a look at the equity strategic plans of King County, Portland, and Minneapolis and identify ways in which they effectively engage in these areas as well as areas for improvement.



KING COUNTY, WASHINGTON INTERNAL AND EXTERNAL CONTEXTS In King County, county executive Ron Sims was the first to actively pursue equity planning, creating the Office of Equity and Social Justice. His strong focus on and support of equity and social justice as it pertains to many facets of county government provided a framework for all of King County to succeed and thrive as opposed to a select few. Fortunately, the next county executive, Dow Constantine, was similarly dedicated to the pursuit of equity and social justice. He was able to create King County’s first equity strategic plan, with key support from the County Council (Caldbick, 2016). Despite this top-level support for equity planning within King County, creating a structural and cultural shift within a county government is a large task, bound to meet some form of internal resistance. Director of the Equity and Social Justice office of King County Matias Valenzuela notes that this push back was anticipated, and that efforts at mitigation were put into place early on. An inclusive process includes county staff input and training in an attempt to encourage a county-wide journey through equity planning and social justice reform (M. Valenzuela, personal communication, November 27, 2017). External perceptions are difficult to assess, although social justice and equity have been major topics of conversations surrounding the booming tech industry in Seattle, King County’s largest city (Nickelsburg, 2017). Regardless, public perception of the county’s plan was likely influenced by the extensive community participation the county engaged in from the beginning of the plan’s conception (M. Valenzuela, personal communication, November 27, 2017).



DEFINITIONS OF KEY TERMS King County’s definition of equity is “the full and equal access to opportunities, power and resources so that all people achieve their full potential and thrive. Equity is an ardent journey toward well-being as defined by those most negatively affected” (Office of Equity and Social Justice, 2016, p. 17). Using this definition, King County acknowledges that those experiencing inequity are the population who should define what is equitable and thus play a large role in the shaping of the county’s equity strategic plan (Office of Equity and Social Justice, 2016, p. 17). All strategic plans communicate their definition of equity, but King County goes further than the other regions by defining justice and determinants of equity. According to King County, “all aspects of justice — including legal, political, economic, and environmental — requires the fair distribution of and access to public goods, institutional resources and life opportunities for all people” (Office of Equity and Social Justice, 2016, p. 17). Determinants of equity are “The social, economic, geographic, political and physical environment conditions in which people in our county are born, grow, live, work and age that lead to the creation of a fair and just society.”



DOCUMENT AS A COMMUNICATION TOOL King County has communicated its strategic plans in one centralized document totalling 78 pages. The sections of King County’s equity plan, which is titled "Equity and Social Justice Strategic Plan 2016-2022: King County," represent each major function of government in which they hope to implement pro-equity practices. In each section there is an analysis of the current situation and strategic actions and goals to address current racial inequity. The plan, 13



"provides a framework and direction for how the County will use the four strategies of the plan within and across the Pro-Equity Policy Areas, the Regional Equity Collaborative, and the goal areas. Each has an analysis of our current situation, plus how we will make a difference, including specific actions or goals" (Office of Equity and Social Justice, 2016, p. 5). It also provides “How to Read” and “Executive Summary” documents on the plan’s homepage to direct the public through the document without having necessarily to read the entire plan. King County’s plan also utilizes imagery to help the audience understand its central tenets, such as key definitions and strategies. For example, the plan’s strategy of “focusing upstream” is explained through the use of a visual diagram (Appendix 3a), which helps the reader understand the metaphor and the benefit of the new strategy. King County also uses imagery to define a “common language” around issues of equity and social justice (Office of Equity and Social Justice, 2016, p. 17). This graphic appears in both the overall plan as well as summarizing documents in an effort to make the collective language around equity truly collective and accessible (Appendix 3b).



RESOURCES ALLOCATED The creation of the King County equity and social justice strategic plan was facilitated by the creation of a new Office of Equity and Social Justice in January 2015 (Government Alliance on Race & Equity, 2017). The office has seven staff members and since its creation, additional equity-focused staff have been added at the agency and department levels of the county. Half of all departments have a dedicated equity lead, and department efforts are coordinated through an interbranch team appointed by department directors. There is also staff who work either entirely or largely on equity and social justice in every county agency (M. Valenzuela, personal communication, November 27, 2017). Many of the plan’s goals and objectives can and will be pursued with current levels of resourcing. However, some goals and objectives are contingent on appropriate resourcing. Therefore, the goal areas will be implemented in twoyear cycles aligned with the county’s biennial budget process (Office of Equity and Social Justice, 2016, p. 51). As part of this process, any changes to county budgets must address how it is affecting or will affect communities of color. If the decision is not enhancing or benefiting these communities, the relevant agency or department must adequately demonstrate plans to mitigate the potential for negative impacts (M. Valenzuela, personal communication, November 27, 2017).



STAKEHOLDER ENGAGEMENT Stakeholder engagement for King County’s equity strategic plan included, and continues to include, deep internal and external networking. More than 600 county employees were included in the development of King County’s plan. They were pulled from a variety of agencies and departments and ranged in seniority. External stakeholder engagement included talks with 160 local organizations ranging from community, education, philanthropy, labor, business, and other local governments. The overall champion of the process was initially county executive Ron Sims, and the county executive remains a key champion, lending equity strategic plan ongoing legitimacy (King County, 2016). Internally, the stakeholder process took an active role in crafting a robust strategic equity plan. Employees attended their choice of several meetings of various lengths in groups of 25 to 30 — ultimately involving around 560 employees. Moderators at King County conducted workshops aimed at gaining greater insight into the challenges facing King County both internally and externally while generating ideas on how to turn challenges into strengths (M. Valenzuela, personal communication, November 27, 2017). Leaders also conducted an open forum to gain insight 14



into how employees describe and experience King County government, and to define how it is responsible for promoting “fair” and “just” ideals (King County, 2016). As the plan moves into its implementation phase, equity leaders have attempted to stay on top of the change management process. One approach has been overcoming any internal pushback to a focus on racial equity by conducting regular trainings on topics surrounding race and equity. Additionally, staffing resources have been allocated to equity, with dedicated equity staff in nearly every department (M. Valenzuela, personal communication, November 27, 2017). King County leaders call the “process” of developing an equity strategic plan more important than the “outcome.” In other words, planners were motivated by the belief that the strategic planning approach and the needs of the community should be defined by the community itself, and that the relationships created through this process are the most important element of the plan’s entirety (M. Valenzuela, personal communication, November 27, 2017). Outside the organization, leaders reached out to 160 partner organizations in more than 100 engagement meetings. Participants in each community session were asked the same questions to provide a more comprehensive view of a structured set of questions (King County, 2016). This approach to stakeholder engagement puts coalition building at the forefront and ensures the needs of end users in the community are incorporated into the planning process.



IMPLEMENTATION PLAN Crafters of King County’s equity strategic plan strive for “full and equal access to opportunities, power and resources so all people may achieve their full potential,” with the vision of change coming from those who are most impacted by inequity in the county (Office of Equity and Social Justice, 2016, p. 4). A lot of emphasis and weight is also given to diverse stakeholder involvement. To gauge success, county leaders created six goal areas broken down into objectives using the SMART approach, which assures objectives are Specific, Measurable, Achievable, Relevant, and Timebound. Additionally, minimum standards establish expectations and standard practices necessary to sustain progress. For county planners, a vision of success entails the creation of a King County where all people have equal power and “equitable opportunities to thrive,” achieved through the disruption and dismantling of “entrenched systems of privilege and oppression” that lead to inequity (Office of Equity and Social Justice, 2016, p. 4-9). The second half of King County’s Equity and Social Justice Strategic Plan consists of the six goal areas for the plan. These goal areas each consist of three to four goals, subsequent objectives, and minimum standards (Office of Equity and Social Justice, 2016, p. 4). Goals are high-level and aspirational, charting a path toward a shared vision. SMART objectives are articulated to help measure progress, and an expectation is set that objectives will be modified and updated on a two-year cycle. Minimum standards are then established as a set of core expectations necessary to sustain progress, with responsibilities and stakeholders who are accountable for implementing proposed actions included as well (Office of Equity and Social Justice, 2016, p. 4). Demonstrating and measuring implementation is also baked into the plan, including plans to implement a system to display progress on the plan at the county and department and agency levels by 2018 (Office of Equity and Social Justice, 2016, p. 6). The minimum standards for this goal area include these items related to implementation: ●



Build equity and strategic justice goals and measures into department director contracts/agreements



●



Implement a visible system of accountability and progress for the plan goals and policy areas



●



On a biennial basis, “plan, do, check, adjust” the implementation plans of the ESJ Strategic Plan (Office of Equity and Social Justice, 2016, p. 54) 15



PORTLAND, OREGON INTERNAL AND EXTERNAL CONTEXTS Portland’s equity planning efforts are headed by Metro — the metropolitan planning organization for the greater Portland area. Metro is tasked with long-term planning for the area, in addition to providing services like waste collection and managing the local zoo. It is headed by a six-member council and council president, each elected every four years ("What is Metro?" n.d.). Initial work on equity planning began in 2010, when the council adopted equity as one of six desired outcomes for the region ("Equity strategy," n.d.). At that time an internal evaluation concluded that Metro departments did indeed address equity concerns, but each department was doing so in its own unique way with little intra-organizational communication or coordination. This finding would ultimately stimulate a community-driven equity strategic planning process with a focus on racial equity, endorsed and budgeted for by council members. The Equity Strategy Program was initiated in 2012, and its significant accomplishments include completing the Equity Inventory Report, creating the Equity Strategy Advisory Committee, and creating the Diversity, Equity, and Inclusion program (DEI) (Metro, 2016). Equity strategy efforts are now covered centrally by DEI, which is housed directly under the authority of Metro’s chief operating officer (J. Ocaña-Chíu, personal communication, December 8, 2017). This structure allows equity staff direct access to Metro leaders, affords them the opportunity to impact equity strategic planning efforts in a direct and centralized way, and fosters the growth of internal coalitions around equity planning. Because they are democratically elected, council members are more directly accountable to the needs of citizens. Therefore, bringing council members along on the strategic planning journey has been one way for staff to keep the important work of equity strategic planning front and center in the minds of Metro leadership. This has involved connecting council members directly with constituents of color through community gatherings and highlighting ways constituents are negatively impacted by a lack of racial equity. Overall, facilitating a culture of listening and humility has been a focus of internal approaches to change management. There has been some pushback from internal staff, but most pushback appears to stem from a general wariness of change (J. Ocaña-Chíu, personal communication, December 8, 2017).



DEFINITION OF KEY TERMS Metro says addressing equity means providing a strong economy, stable housing, and sustainable resources. For racial equity to occur, race can no longer be used to predict life outcomes, and outcomes for all groups are improved. The Metro plan clarifies that racial equity and inequity operate on multiple levels and should be considered in the context of how it is employed (Metro, 2016; Appendix 4a).



Equity



“Our region is stronger when all individuals and communities benefit from quality jobs, living wages, a strong economy, stable and affordable housing, safe and reliable transportation, clean air and water, a healthy environment and sustainable resources that enhance our quality of life.
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We share a responsibility as individuals within a community and communities within a region. Our future depends on the success of all, but avoidable inequities in the utilization of resources and opportunities prevent us from realizing our full potential.



“Our region’s population is growing and changing. Metro is committed with its programs, policies and services to create conditions which allow everyone to participate and enjoy the benefits of making this a great place today and for generations to come.”– Metro's Equity Strategy Advisory Committee (2014). Individual racism



“Pre-judgment, bias, or discrimination based on race by an individual.”



Interpersonal racism



“Interpersonal racism occurs between individuals. Once we bring our private beliefs into our interaction with others, racism is now in the interpersonal realm.”



Institutional racism



“Policies, practices, and procedures that work better for white people than for people of color, often unintentionally.”



Structural racism



“A history and current reality of institutional racism across all institutions, combining to create a system that negatively impacts communities of color.”



DOCUMENT AS A COMMUNICATION TOOL Metro has communicated its strategic plans in one centralized document, totalling 106 pages with appendices. Metro outlines its overall plan before going in depth on its five key goals and corresponding action plans. This is followed by a discussion of how it will achieve its strategic goals. Throughout the document, definitions for key terms are offered in sidebars, to help clarify how Metro defines concepts. Following the goal section, there is an implementation section, an evaluation framework, an analysis and decision support tool, and a discussion of the relationship between racial equity, diversity, and inclusion. Photos and graphics are sprinkled throughout the document, further enhancing its approachability and use as a communication tool (Metro, 2016).



RESOURCES ALLOCATED One of the Metro’s five equity goals calls for Metro’s resource allocation to further advance racial equity. This would primarily occur through the increased use of equity as a criteria in resource allocation and by advancing social equity contracting at Metro. This goal doesn’t directly speak to resources being allocated to support implementation of the 17



plan, but rather articulates actions by which broader equity goals can be and are being affected by applying an equity lens to resource allocation (Metro, 2016). Since at least 2015, the Metro Council has approved multi-million dollar annual investments in equity. A monetary commitment to equity is also reflected in Metro’s willingness to hire multicultural consultants to help define ways to advance the equity agenda and define its equity strategy. Moving forward, DEI staff would like equity planning to touch every aspect of budgeting, and they are in the process of developing a tool that would help departments better include equity in the budget process (J. Ocaña-Chíu, personal communication, December 8, 2017).



STAKEHOLDER ENGAGEMENT Similar to King County, the development of Metro’s strategic equity plan also included a deep stakeholder engagement process. The organization led with community involvement to identify key issues, to determine which stakeholders to engage, and to develop and prioritize goals. Community feedback led Metro to orient its strategic planning process toward racial equity specifically, rather than economic equity alone (J. Ocaña-Chíu, personal communication, December 8, 2017). Participants involved in crafting the plan include current and former council members, council staff from more than a dozen departments, nearly 20 community organizations that are multicultural in nature, and advisory committees made up of more than two dozen community members. Metro staff also paid external consultants to help them identify and engage thought leaders in the community and to develop community conversations through a cultural lens. Metro maintains ongoing external stakeholder engagement by hosting frequent community summits, sending out an annual community survey, and authoring an annual public engagement report based on the findings (Metro, 2016). While laying the groundwork for the development of its plan, Metro held about 50 meetings over a three-month period with local elected officials, government staff, and business and philanthropy leaders throughout the Portland region (Metro, 2016; J. Ocaña-Chíu, personal communication, December 8, 2017). Going forward, the Committee on Racial Equity (CORE) — a community advisory committee formed of diverse community members committed to racial equity — will provide ongoing accountability for Metro’s racial equity planning efforts as well as add important community perspectives and voices to the process ("Committee on Racial Equity," n.d.).



IMPLEMENTATION PLAN Portland states its end goal in equity strategic planning in broad terms: "Create a healthy and prosperous future by serving all communities and demographics in the region." Overall, its vision of success includes better outcomes for all people in the region, with the belief that by identifying solutions and removing barriers experienced by people of color in the Portland metropolitan region, improved outcomes for other disadvantaged groups will logically follow (Metro, 2016). The plan identifies five strategic goals: ●



A: Metro convenes and supports regional partners to advance racial equity



●



B: Metro meaningfully engages communities of color



●



C: Metro hires, trains and promotes a racially diverse workforce



●



D: Metro creates safe and welcoming services, programs and destinations 18



●



E: Metro’s resource allocation advances racial equity



The implementation vision articulates a strategy for achieving the goals through several interlocking approaches that will lead to institutional and structural change. Approaches include: ●



Leading with race



●



Targeted universalism



●



Building infrastructure



●



Generating support



●



Partnering with communities of color



●



Measuring progress



A four-part implementation process allows for implementation to be iterative in nature. After each action is implemented, the process calls for reflection on and evaluation of the success of action before making decisions on how to adjust the implementation of each goal going forward (Metro, 2016; Appendix 4b). The Metro plan calls for developing success indicators as soon as the Strategic Plan Evaluation team is formed, in conjunction with a professional evaluator (Metro, 2016). Since its start in October 2017, this process has been guided by Dialogues In Action, a consultant which will train a team of about 30 Metro staff members and eight community members to conduct an impact evaluation of the equity strategic plan. This evaluation will include quantitative metrics in addition to thorough qualitative evaluation of the plan’s success so far. Metro is involving people from every department in this process and hopes this will push for impact evaluations to be replicated around the agency (J. Ocaña-Chíu, personal communication, December 8, 2017). Overall, Metro appears to have accounted for some of the key barriers to successful implementation by involving staff from each area in a hands-on implementation process, and by allowing the process to be iterative and adaptive to needed changes.



MINNEAPOLIS, MINNESOTA INTERNAL AND EXTERNAL CONTEXTS Contrary to King County and Portland, Minneapolis’ equity strategic planning has lacked some of the definitive, upper-level local political support. While Minneapolis Mayor Betsy Hodges and some city council members were behind the equity planning process when it was first introduced, it has since faced sharp criticism from others and continues to be a source of debate within the city. One concern expressed by opposed city council members was that the city was duplicating failed past attempts at equity strategic planning, and they believed that funds were better spent elsewhere (Golden, 2014). A key challenge is the historic structure of Minneapolis’ city government. As opposed to the centralized governments of King County and Portland, Minneapolis lacks a single authorizing body, instead allowing city departments to work more independently. This had slowed the existing process of equity strategic planning in the city, which was decentralizing and the responsibility of individual departments. In response, equity coordination efforts were centralized and transferred to the city coordinator's office in 2015. Since then, equity within the city’s government has been focused on working with the individual departments to establish a common language around equity and to help staff understand how equity impacts, and is important to, their department’s work and the city as a whole (J. Stephens, personal communication, November 29, 2017).
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Public perception of equity efforts have wavered due to their historically disjointed nature from their perspective. With many departments and projects working independently of a central body of authority, there is a lack of agreement amongst public figures locally on the definition of equity, which has put into question the fundamental premise of the planning (Golden, 2014). Manager of equity and inclusion at the city coordinator’s office, Joy Stephens, has said that she believes public perception and public understanding of the city’s efforts are limited, if not nonexistent. Public engagement is done through community dialogues on individual projects or programs that promote equitable outcomes, as opposed to a single, city-wide effort on equity. Where larger, more comprehensive and singular effort lies is within the city coordinator’s office, where Joy and her staff are helping the internal enterprise better understand how exactly to run a city through a meaningful and useful equity lens (J. Stephens, personal communication, November 29, 2017).



DEFINITION OF KEY TERMS Minneapolis officially defined racial equity in July of 2014 as “the development of policies, practices and strategic investments to reverse racial disparity trends, eliminate institutional racism, and ensure that outcomes and opportunities for all people are no longer predictable by race” (Government Alliance on Race and Equity, n.d.). Until this definition came into being and the work was centralized within the city coordinator’s office, individual departments were attempting conversations around issues of equity without a clear definition or understanding of how it impacted their work. In 2014, the Racial Equity Team produced a list of 18 key terms and their definitions. Examples of key terms include institutional racism, structural racism, and workforce equity (City of Minneapolis, April 2014; Appendix 5a).



Equity



“Just and fair inclusion. It is the guarantee of fair treatment, access, opportunity and advancement for all while at the same time striving to identify and eliminate barriers that have prevented the full participation of some groups.”



Workforce equity



“Ensure the City's workforce diversity reflects the diversity of Minneapolis.”



Individual racism



“Pre-judgment, bias, stereotypes about an individual or group based on race. The impacts of racism on individuals including white people internalizing privilege and people of color internalizing oppression.”



Institutional racism



“Organizational programs, policies or procedures that work to the benefit of white people and to the detriment of people of color, usually unintentionally or inadvertently.”



Structural racism



“The interplay of policies, practices and programs of multiple institutions which leads to adverse outcomes and conditions for communities of color compared to white communities that occurs within the context of 20



racialized historical and cultural conditions”



DOCUMENT AS A COMMUNICATION TOOL In order to gain a comprehensive understanding of the equity strategic planning efforts happening in Minneapolis, one must piece together and synthesize information from multiple sources spread across various departments. Minneapolis chose to focus their equity strategic planning efforts on internal enterprise, external enterprise, and collaboration with community partners. Minneapolis does not provide readers with a centralized document with an overview of its strategic planning efforts, but rather, equity efforts are primarily addressed on a department-bydepartment basis (J. Stephens, personal communication, November 29, 2017).



RESOURCES ALLOCATED Formal efforts to allocate resources to reducing racial disparities have occurred through city council resolutions passed in 2008 and 2012. In 2008 the Minneapolis City Council passed a resolution on reducing racial disparities in Minneapolis and established a joint steering committee with Hennepin County. In 2012 the City Council passed a resolution on supporting equity in employment, which called for the development of an Equity Assessment Toolkit (City of Minneapolis, 2015). In 2014, the City Council approved two new positions within the City Coordinator’s office, set with the task of bringing together the equity efforts across a variety of teams. This collaboration is called the Equity and Inclusion program. The two staff are responsible for different elements of equity planning, with one focusing on internal, enterprise-wide efforts, frameworks, and trainings, and the other focused externally (Government Alliance on Race and Equity, n.d.). In light of expanding equity efforts, including a new city ordinance, the office is challenged by limitations in staff, and there are no plans to increase the number of staff on this team (J. Stephens, personal communication, November 29, 2017). Despite these challenges, resource allocation toward cross-enterprise engagement has been substantial. In March of 2016, the city started a training program called Foundations of Equity — a 5-part, optional class available to every city staff member. Three cycles of the course have been completed, and there is strong internal support to continue with such efforts (J. Stephens, personal communication, November 29, 2017). In 2017 $387,450 from the general fund was allocated to Equity and Inclusion efforts under the One Minneapolis project (City of Minneapolis, 2017). It is difficult to understand the details about budgeting for equity planning in the city of Minneapolis. Just as the city government is decentralized, projects and initiatives that may have equitable outcomes are funded individually, without an overarching, equity-specific budget (J. Stephens, personal communication, November 29, 2017).



STAKEHOLDER ENGAGEMENT As with many other city-efforts, stakeholder engagement efforts in Minneapolis are more department- and projectspecific. On an individual department basis, efforts to engage community members have been very intentional (J. Stephens, personal communication, November 29, 2017). An engagement design team launched in 2016, offering a centralized approach to "building and supporting engagement strategies" in an enterprise-style manner (City of 21



Minneapolis, 2016). This is part of an intentional effort to strengthen engagement and to approach it more strategically. The city’s neighborhood and community relations department is another centralized way to help grow the capacity of city staff to effectively engage communities of color, residents who have disabilities, the LGBTQ community, and other diverse stakeholder groups (J. Stephens, personal communication, November 29, 2017). These centralized efforts are key ways in which to engage internal stakeholders as well, and to create a common understanding of equity efforts among city staff. The One Minneapolis Fund, initiated in 2013, aims to increase participation in neighborhood and community organizations among members of under engaged communities in Minneapolis by providing grants for leadership development and community engagement activities to community organizations on an annual basis (Neighborhood and Community Engagement Commision, 2013). As part of the 2014-2018 strategic planning cycle, which positions equity as a top concern, the city held a series of about five meetings in the early part of 2015 to establish themes that illustrate what defines equity. Participants included internal city staff, city leadership, and community organizations. The conversations were compiled into five separate "fact sheets" with the heading One Minneapolis and a subheading representing the theme conveyed at the conversation by stakeholders. The fact sheets convey in broad terms an aggregate of what strategies to alleviate disparities participants believe are working, which do not appear to be working, and which strategies to consider for the future (City of Minneapolis, 2017). The decentralized nature of Minneapolis city government may obscure the myriad ways city staff engages the community. Overall however, Minneapolis has made inroads into stakeholder engagement, and centralized efforts to engage both internal and external stakeholders seem to only bolster engagement efforts going forward. City leaders should define who will champion the city’s equity efforts in the future. Continuing to demystify the city’s equity efforts in the public sphere will only increase future support.



IMPLEMENTATION PLAN Because efforts to increase equity in Minneapolis are headed individually on a department-by- department basis, the city does not offer a centralized plan for implementation of equity strategic efforts. Some end goals offered in past conversations seek to address ways to make racial equity endemic to city processes. For example, staff within the Equity and Inclusion project cite their cross-enterprise efforts towards the creation of a collective framework and understanding within city government of how to view department responsibilities through the lens of equity as a foundational implementation step for the city’s equity process (J. Stephens, personal communication, November 29, 2017). Other broad goals include creating equitable systems, focusing on areas of greatest need, and informing and empowering diverse residents (City of Minneapolis, 2015). More specific actions to address equity in the city include: ●



Creating market parity in the city enterprise workforce by 2020



●



Improving racial diversity in the city enterprise workforce to be reflective of city demographics per the decennial census



●



Increasing participation of minority businesses to 12% of total open market procurement by 2020



●



Improving board and commission membership to be reflective of city demographics by 2020 (City of Minneapolis, 2015)
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SUMMARY OF ACTION ON EQUITY TO DATE Minneapolis’ progress hit a roadblock in November 2014, when Mayor Hodges plan to advance racial equity was opposed. Some members of the City Council pushed back on funding for a new Office of Equitable Outcomes, which would bring on two new staff members to work on a racial equity agenda (Golden, 2014). The council held a contentious public budget hearing on December 10 of the same year, during which two of the three council members of color supported cuts to the racial equity program and expressed concerns that equity might just be a fad or a new buzzword — another promise with no substance (Callaghan, 2014). After an emotional Council hearing, and amidst vocal activist pressure (DylanKesti, 2014), the Council voted to restore funding to the One Minneapolis Fund (Nelson, 2014). In September 2015, the City Coordinator’s office announced the hiring of two equity and inclusion managers. One staff position focuses on equity initiatives within the City as a workplace, while the other was hired to administer the Minneapolis Promise Zone efforts (City of Minneapolis, 2015). An Update on Enterprise Racial Equity Efforts was presented to the City Council in October 2015. This report listed four focus areas: procurement, recruitment and hiring, boards and commissions, and racial equity assessment tool. Progress to date was reported on a series of action steps associated with the responsible department/office and status listed. There are some signs of progress being made internally on equity initiatives within the city. In April 2016 the City Coordinator’s Office of Equity and Inclusion published a schedule of staff training (City of Minneapolis, 2016), and a group of racial equity coordinators recently formed with representatives from 12 departments across the enterprise (City of Minneapolis, 2017). A FORWARD LOOK AT EQUITY PLANNING IN MINNEAPOLIS It seems as though for the past several years Minneapolis has largely been incremental in its approach to equity, taking a logical incrementalist approach that strategizes and negotiates decisions along the way as changes occur (Poister, Edwards, Pasha & Edwards, 2013). Some conversations have taken place with external stakeholders, but the focus so far has largely been on internal enterprise and the efforts have been foundational. Internal stakeholders are being educated about the importance of equity, a common language is being developed, and equity efforts are being emphasized in a variety of departmental planning efforts. There is no one operating document, which leads to limited understanding both inside and outside the enterprise as to the scope of efforts underway. A combination of limited resources allocated to these efforts and the city government’s distributed power system have made it a challenge to move efforts forward (J. Stephens, personal communication, November 29, 2017). So while progress has been made, it has been somewhat slow going, and there’s no formal plan in place guiding it. That approach may however change in the near future. On December 8, 2017 the Minneapolis City Council voted to establish a Division of Race and Equity, with the stated goal of moving from rhetoric to results (Belz, 2017). Considering that the establishment of similar offices in King County and Portland Metro was an important precursor to establishing equity strategic plans in those locations, Minneapolis appears to be following along a path towards a more intentional and structured approach to promoting equity. With a new mayor and five new council members set to begin writing the next chapter of city government in 2018, Minneapolis is poised to make progress in this area.
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EVALUATION FRAMEWORK OVERVIEW King County Internal & External Contexts



Portland Metro



Minneapolis



Internal support for equity



An internal evaluation that



Equity strategic planning efforts



planning built from the top down.



concluded Metro departments



have historically faced resistance,



King County has dedicated staff



addressed equity concerns in



but have made recent strides with



for equity efforts. Overall, staff



disparate ways stimulated a



growing political support. Equity



have led with an inclusive



community-driven equity



coordination efforts are



internal process to include county



strategic planning process. Equity



centralized in the city



staff input and training to



strategy efforts are now covered



coordinator's office. Public



encourage a county-wide journey to increased equity efforts.



centrally. Facilitating a culture of



engagement is done through



listening and humility has been a



community dialogues on



focus of internal approaches to change management.



individual projects or programs that promote equitable outcomes.



Characteristics



Utilizes imagery to help the



Photos and graphics are sprinkled



Minneapolis does not provide a



of the Physical



audience understand its central



throughout the document,



centralized document with an



tenets, such as key definitions and



enhancing approachability and its



strategies. Also uses imagery to



use as a communication tool.



overview of its strategic planning efforts.



define a “common language”



Throughout the document,



around issues of equity and social justice.



definitions for key terms are



Office of Equity and Social Justice



Since at least 2015, the Metro



In 2014, the City Council



has seven staff members and



Council has approved multi-



approved two new positions



since its creation, additional



million dollar annual investments



within the City Coordinator’s



equity-focused staff have been



in equity. Moving forward, DEI



office, set with the task of



added at the agency and



staff would like equity planning



bringing together the equity



department levels of the county.



to touch every aspect of



efforts across a variety of teams.



Goal areas will be implemented in



budgeting, and they are in the



Just as the city government is



two-year cycles aligned with the county’s biennial budget process.



process of developing a tool that



decentralized, projects and



would help departments better



initiatives that may have



include equity in the budget process



equitable outcomes are funded



Document



Resource Allocation



offered in sidebars, to help clarify how Metro defines concepts.



individually, without an overarching, equity-specific budget
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King County



Portland Metro



Minneapolis



Stakeholder



More than 600 county employees



Participants involved in crafting



Stakeholder engagement efforts



Engagement



were included in the development



the plan include current and



are more department- and



of King County’s plan. External



former council members, council



project-specific. The city held a



stakeholder engagement included



staff from more than a dozen



series of about five meetings in



talks with 160 local organizations



departments, nearly 20



the early part of 2015 to establish



ranging from community,



multicultural community



themes that illustrate what



education, philanthropy, labor,



organizations, and advisory



defines equity. Participants



business, and other local governments.



committees made up of more



included internal city staff, city



than two dozen community



leadership, and community organizations.



members. While laying the groundwork for the development of its plan, Metro held about 50 meetings over a three-month period. Going forward, a community advisory committee formed of diverse community members will provide ongoing accountability.



Implementation



To gauge success, county leaders



The plan identifies five strategic



The city does not offer a



created six goal areas broken



goals. The implementation vision



centralized plan for



down into objectives using the



articulates a strategy for



SMART approach. These goal



achieving the goals through



implementation of equity strategic efforts.



areas each consist of three to four



several interlocking approaches



goals, subsequent objectives, and minimum standards.



that will lead to institutional and structural change. A four-part implementation process allows for implementation to be iterative in nature. Overall, Metro appears to have accounted for some of the key barriers to successful implementation by involving staff from each area in a hands-on implementation process.
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CONCLUSIONS Inequality, and in particular persistent racial inequality, is one of the defining issues of our time. This paper has explored how a focus on equity has re-emerged, analyzed the historical context, and evaluated three localities’ efforts to use strategic planning processes to address equity. Among the localities, King County is widely recognized as a leader. The county’s 2016-2022 Equity and Social Justice strategic plan is frequently cited as a model for equity strategic planning. Portland’s Metro has undertaken a similar level of effort to produce an equity strategic plan. In both cases a formal plan has been adopted with implementation underway. Efforts to implement equity strategic planning are not as far along in Minneapolis, but significant work has been done and groundwork is in place to do more. Strategic planning needs to be approached strategically. Generally there has to be a compelling reason to undertake a strategic planning process, careful thinking about purposes and goals, careful attention to stakeholders, attention to context, an emphasis on systems thinking, a focus on advantages and possibilities, ongoing efforts to build commitments, and attention to implementation challenges (Bryson, Crosby, & Seo, 2018). Lessening inequality is a goal that many profess to support, but which has proven difficult to find effective solutions for. That is why the King County and Portland plans and Minneapolis efforts are seen by some as revolutionary efforts to comprehensively address systemic issues and foster equity. The following recommendations are informed by these case studies and by the strategic planning literature, and are tailored to articulate a series of best practices that these and other cities can follow in new or ongoing efforts at equity planning.



RECOMMENDATIONS ●



●



●



●



●



Engage a broad group of stakeholders through all stages of the process. Put community stakeholders first. Give power to marginalized groups by bringing them to the table early on. Choosing how to involve low-power, high-interest groups speaks to how the organization values the needs of marginalized groups. Include key internal stakeholders early on in the process as well, and be prepared to adopt a strategy around change management. Remember that success ultimately depends on satisfying key stakeholders to their standards. Pay attention to structures and systems. Understand how people are situated in them. Be aware of how you can organize those structures to be more responsive to getting people to their goals. The ultimate evidence of success is systemic change that dismantles systems which perpetuate unfair outcomes. Publicize internal efforts to external stakeholders. Crafting equity strategic planning efforts is an important and monumental task. Proper external publicity efforts ensure the work of strategic planners is seen, impacts public perception of the planning work, and encourages supportive citizens to participate in the process. Pursue equity planning in manageable “bite-sized” pieces. Creating spaces for the public to engage with the equity plan and the process is important. External community/citizen input/involvement should occur from the beginning to the end of the process. Get the community to the table early as partners in furthering collective values and goals. Engage in equity-oriented conversations with multiple groups small enough to assure that real engagement can be achieved. Develop strategies to evaluate and benchmark progress from the outset. Every effective process takes advantage of strengths, builds on opportunities, and finds to overcome weaknesses and threats. It is crucial to think strategically about how to integrate vision creation, policy and plan design, and implementation (action) at the onset of the equity planning process.
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● ● ●



● ●



●



Commit resources to equity strategic planning. The budget tells the story about the priority for equity. Integrate equity into the budget process whenever possible. Listen to and understand opposition viewpoints. Don’t assume you know where opposition will come from or the reasons for them. Understanding the opposing view enables addressing it without being reactive or having it become a crisis. Consider that the process may be more important than the plan. Failures happen when people jump to solutions without thinking about the problem to be solved. Success depends at least in part on how leaders and managers tailor the process to their situations. A thorough process where key stakeholders are engaged throughout helps to build buy in and fosters a sense of ownership of the ultimate goals which carries forward to working towards them. Galvanize key support of elected leaders to create a climate for real action around equity. Strategic planning is no substitute for leadership because there is no substitute for leadership. Building political will is crucial to effecting change. Be very clear about the vision and goals to get there. In trying to inspire people to do well and pursue a common vision, it’s important to think about what actually does inspire. An authentic vision delivered with heartfelt conviction can build enthusiasm and excitement, and inspire people to work towards making that vision a reality. Find ways to create permanence to the work so that someday equity will be normalized. Embed equity into how the city/region operates, provide policy direction on race and equity, provide support and training, create mechanisms for accountability, follow up on accountability.
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APPENDICES APPENDIX 1: DEMOGRAPHIC CONTEXT King County, WA



Portland, OR**



Minneapolis, MN



Total population (2016)



2.1 million



639,863



413,651



Non-Hispanic White



62.8%



72.5%



60.5%



Black or African American



6%



3.6%



18%



Asian and Pacific Islander



16.2%



7.4%



6.1%



Native American and other



.6%



.5%



1.2%



Hispanic or Latino



9.3%



12%



9.9%



Two or more race



5%



3.9%



4.2%



Other race



.2%



.2%



.2%



Male



49.9%



49.2%



50.3%



Female



50.1%



50.8%



49.7%



Population aged 0-17



21%



21.6%



20.3%



Population aged 18-30



19%



18%



27.7%



Population aged 31-64



48.1%



47.9%



43.3%



Population aged 65+



11.9%



12.5%



8.7%



Population native born



77.4%



84.9%



83.6%
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Population foreign born



22.6%



15%



16.4%



"Persons Below Poverty Level"



12.7%



15.8%



25.5%



Below poverty level White



8.8%



12%



16.4%



Below poverty level Black



29.4%



38.9%



48.8%



Below poverty level Hispanic



23.7%



28.3%



31.5%



Below poverty level -



26.3%



31.6%



49.4%



13.3%



16.4%



34.1%



HS graduate



79.5%



77.7%



78.9%



HS graduate - white



80.6%



79%



85.9%



HS graduate - hispanic



49%



42.8%



39.7%



HS graduate - black



66.8%



64.6%



52.5%



HS graduate - Native american



68.8%



65.6%



65.5%



HS graduate - asian



72.7%



69.9%



64.5%



Unemployment



3.4%



4.3%



4.2%



Unemployment - African American



5.7%



8%



8.2%



Native American Below poverty level Asian
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Unemployment - White



3.1%



4%



2.9%



Unemployment - Native American



4.8%



9.4%



7.1%



Unemployment - Asian



3.2%



3.7%



5.1%



Unemployment Hispanic



3.9%



5.1%



3.4%



Mean per capita income



$59,962



$46,696



$44,013



Mean per capita income - White



$66,088



$50,249



$50,226



Mean per capita income - Black



$36,086



$36,716



$26,263



Mean per capita income - Asian



$60,158



$49,421



$39,457



Mean per capita income - Latino



$36,337



$27,879



$28,823



Mean per capita income - American Indian



$38,022



$34,201



$28,066



Homeownership



61.2%



59.8%



51.6%



Homeownership - White



67.8%



65.2%



64.5%



Homeownership - Black



33.5%



36.7%



25.7%



Homeownership Hispanic



38.2%



34.6%



29.4%



Homeownership Asian



61.6%



63.3%



44.3%
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Homeownership Native American



46.5%



42.8%



37.5%



Uninsured



9.7%



11.3%



10.6%



Uninsured - White



6.8%



8.9%



5.9%



Uninsured - Black



14.2%



13.9%



13%



Uninsured - Hispanic



25.8%



25.9%



34.3%



Uninsured - Asian



10.2%



10.7%



10.9%



Uninsured - Native American



21.5%



14%



17.6%



Insured through Medicaid



13.5%



17%



23.6%



Insured through Medicaid - White



8.5%



12.9%



10.1%



Insured through Medicaid - Black



33.8%



38.7%



57.8%



Insured through Medicaid - Hispanic



29%



32.6%



35.8%



Insured through Medicaid - Asian



13.2%



18.9%



27.2%



Insured through Medicaid - Native American



25.5%



35.3%



53.2%



* ACS 5-year, 2013-2015 **Portland is defined as the cities comprising Portland Metro, drawn from PUMA designations
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APPENDIX 2: GEOGRAPHIC CONTEXT MINNEAPOLIS



GREATER PORTLAND



KING COUNTY, WASHINGTON



The city of Minneapolis is a



The Greater Portland area, or Portland



King County is the largest



large midwestern metropolis,



Metro, is in the southern region of the



county in the Pacific Northwest



with a population of roughly



Pacific Northwest and is 463 square



state of Washington, and is



400 thousand people. It is 54



miles. It emcompasses the 1.6 million



home to 1.9 million residents.



square miles and located



residents of Clackamas, Multnomah, and



It the county encompassing



within Hennepin County in



Washington counties. It also includes



Seattle, Washington, and covers



Southeastern Minnesota.



the 25 cities in the Portland area.



2,037 square miles.



APPENDIX 3A: EXCERPT FROM KING COUNTY EQUITY AND SOCIAL JUSTICE STRATEGIC PLAN
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APPENDIX 3B: EXCERPT FROM KING COUNTY EQUITY AND SOCIAL JUSTICE STRATEGIC PLAN
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APPENDIX 4A: PORTLAND METRO DEFINITIONS OF EQUITY AND RACISM Equity



“Our region is stronger when all individuals and communities benefit from quality jobs, living wages, a strong economy, stable and affordable housing, safe and reliable transportation, clean air and water, a healthy environment and sustainable resources that enhance our quality of life. We share a responsibility as individuals within a community and communities within a region. Our future depends on the success of all, but avoidable inequities in the utilization of resources and opportunities prevent us from realizing our full potential.



“Our region’s population is growing and changing. Metro is committed with its programs, policies and services to create conditions which allow everyone to participate and enjoy the benefits of making this a great place today and for generations to come.”– Metro's Equity Strategy Advisory Committee (2014). Individual racism



“Pre-judgment, bias, or discrimination based on race by an individual.”
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Interpersonal racism



“Interpersonal racism occurs between individuals. Once we bring our private beliefs into our interaction with others, racism is now in the interpersonal realm.”



Institutional racism



“Policies, practices, and procedures that work better for white people than for people of color, often unintentionally.”



Structural racism



“A history and current reality of institutional racism across all institutions, combining to create a system that negatively impacts communities of color.”



APPENDIX 4B: PORTLAND METRO IMPLEMENTATION PROCESS Metro’s Implementation Process This image cannot currently be displayed.



(Metro, 2016)



APPENDIX 5A: MINNEAPOLIS DEFINITIONS OF EQUITY AND RACISM Equity



“Just and fair inclusion. It is the guarantee of fair treatment, access, opportunity and advancement for all while at the same time striving to identify and eliminate barriers that have prevented the full participation of some groups.”



Workforce equity



“Ensure the City's workforce diversity reflects the diversity of
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Minneapolis.” Individual racism



“Pre-judgment, bias, stereotypes about an individual or group based on race. The impacts of racism on individuals including white people internalizing privilege and people of color internalizing oppression.”



Institutional racism



“Organizational programs, policies or procedures that work to the benefit of white people and to the detriment of people of color, usually unintentionally or inadvertently.”



Structural racism



“The interplay of policies, practices and programs of multiple institutions which leads to adverse outcomes and conditions for communities of color compared to white communities that occurs within the context of racialized historical and cultural conditions”
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