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GARE works with 
government across 

the country 

Source: GARE – Where We Work 

GARE focuses on building a shared framing & building capacity 
across an organization to work toward racial equity. 

GARE’s framework can be applied at the programmatic level & 
can be scaled up to meet agency-wide priorities. 

https://www.racialequityalliance.org/where-we-work/jurisdictions/


GARE’s 
8 Step Process 

1. Articulate 
theory of change

2. Research 
existing EJ 

conditions & 
impacts

3. Community 
engagement 

4. Revise 
approach based
on engagement 

& data 

5. Create a 
measurement 

framework 

6. Evaluate 
measurable 

goals & progress 

7. Create a 
transparent 

communication 
strategy 

8. Adaptive 
management 

Begin again



STEP 1 
1. Describe the policy/program/practice under consideration.

2. What are the intended results (in the community) and 

outcomes (within your organization)?

3. What/who does the program have an ability to impact? (e.g. 

children and youth, criminal justice, environment, housing, 

transportation, etc.)

Articulate 

program/agency goals 

& processes needed to 

achieve these goals by 

creating a Theory of 

Change.

Report will include guidance for creating a Theory of Change. 



STEP 2

Look at available data 
& consider how your 
program, as designed, 
might contribute to 
eliminating or 
exacerbating inequity.

Area Assessment

 Identify potential impacts in 
geographic areas & communities 

 Learn about the racial, ethnic, 
economic demographics 

 What are the existing racial, ethnic, 
and economic inequities in your 
program/agency’s service area? 

Equity Impact Analysis 

Opportunity for EHD Map Applications

Use performance level data to 
learn about: 

 Where program activities have 
primarily occurred 

 Who program activities have 
primarily served to date & how that 
compares with area characteristics 



“When agency decisions have potential to significantly impact a specific community, 

agencies work with representatives of that community to identify outreach and 

communication methods. Significant impact includes potential changes to critical 

determinants of health such as legal rights, finances, housing, and safety. It is particularly 

valuable to include community members in oversight, advisory, program planning, and 

other processes. Washington’s Department of Health community health worker program 

serves as one model.”

Opportunity for Community Engagement Best Practices
Draft Recommendation #4 

STEP 3

Look at information 
collected through 

community engagement 

efforts to consider how 

your program, as 

designed, might 

contribute to eliminating 
or exacerbating inequity.



Step 4 
Based on your identified programmatic adjustments from Step 3 

(community engagement): 

Revise your approach 

based on community 

engagement & data. 

Opportunity for EHD Map Application: Project Prioritization

Direct activities & investments toward the most burdened 

communities, likely ranked 9 & 10 on EHD map. 

Identify revised 
outcomes & 

core program 
activities

Revisit & revise 
theory of 
change

Circle back with 
communities



STEP 5

Create a measurement 
framework to monitor 
progress and create 
accountability, 
including performance 
measures and 
community equity 
indicators, to measure 
progress on achieving 
new pro-equity 
activities/strategies.

Monitor progress, create accountability & measure performance  

Indicators 

Examples of 

EHD Map 

Indicators

Tacoma Equity 

Index Map 

Indicators



Evaluation Questions 

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

Is anyone better off?

Step 6
 Evaluate measurable 

goals using robust 
quantitative and 
qualitative analysis to 
evaluate progress 
towards stated 
outcomes.

Source: City of Oakland’s Equity Indicators  

https://data.oaklandnet.com/stories/s/Oakland-Equity-Indicators/brb2-j4ad/


Source: Center for Social Inclusion’s Talking About Race Toolkit

Accountability is key to EJ (and it’s a principle)! 

• Executive orders, charter, external evaluation 

• Have clearly identified roles and accountability – who is the point 

person? (See “Identifying a Responsible Coordinator” Section) 

• Use a communications tool to develop messages and a 

communications strategy. (See “Addressing Information” Section)

• Make space & share power with communities – clearly articulate 

communities’ role (See “Be Transparent” EJ Principle). 

STEP 7

Create a transparent 

communication strategy 

including formal 

identification of roles in 

the work and other 

accountability tools.

Opportunities for Community Engagement Plan & EJ Principles 

Applications

Continue to use racial equity tools!

https://www.centerforsocialinclusion.org/talking-race-toolkit/
https://healthequity.wa.gov/Portals/9/Doc/Task Force Meetings/2020/August 7 EJTF/10a_Draft_Environmental Justice Principles_8_7_20_ready.pdf
https://healthequity.wa.gov/Portals/9/Doc/Task Force Meetings/2020/August 7 EJTF/11b_Community Engagement Plan Guidance_DRAFT_7August.pdf
https://healthequity.wa.gov/Portals/9/Doc/Task Force Meetings/2020/August 7 EJTF/11b_Community Engagement Plan Guidance_DRAFT_7August.pdf
https://healthequity.wa.gov/Portals/9/Doc/Task Force Meetings/2020/August 7 EJTF/10a_Draft_Environmental Justice Principles_8_7_20_ready.pdf


Step 8: 

Adaptively manage new 

framework by monitoring 
the data and revising 

theory of 

change/underlying 

assumptions.

1. Articulate 
theory of change

2. Research 
existing EJ 

conditions & 
impacts

3. Community 
engagement 

4. Revise 
approach based
on engagement 

& data 

5. Create a 
measurement 

framework 

6. Evaluate 
measurable 

goals & progress 

7. Create a 
transparent 

communication 
strategy 

8. Adaptive 
management 

Likely, begin 
again
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