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Pre-work for the Cultural Humility: Tools for Success in Advancing DEIJ Training 

Please take one hour ahead of the workshop to engage in the following pre-work activities. We will 
start the workshop with a debrief of your experience of these activities. So, as you get into the pre-
work, take note of how you are feeling as you go through each exercise using the questions below. 

1. Take the anonymous Project Implicit test (10 min). This test was designed by Harvard to 
evaluate the test-taker’s unconscious positive or negative associations with people groups. 
There are 14 different options to choose from (e.g., disability, religion, race), and you only need 
to take one. Choose the one that is most interesting to you! 

 
 
 
 
 
 
 
 
 
 
 
 

2. Watch the TED Talk Verna Myers: How to overcome our biases? Walk boldly toward them (17 
min.) 

3. Watch the following videos about inequity in public policy (30 min): 

• Environmental Justice 101:  a brief introduction to the concept of environmental justice 
and disproportionate impact based on race and income 

• The Disturbing History of the Suburbs by College Humor: a peppy short film, which 
covers redlining, the GI Bill, highway construction and school segregation 

• Redlining from Race: The Power of an Illusion: a documentary clip, which covers 
Levittown and federal housing policy; makes the connection about individual vs 
institutional racism 

• 'Man-Killing Jobs' and Environmental Racism by the Atlantic: Residents of a steel mill 
town in Braddock, Pennsylvania reckon with a history of discrimination and its resultant 
health crisis. 

• Chesapeake Climate: Urban heat islands by CBP: The urban heat island effect can raise 
the temperature in cities, but urban tree canopy can help keep neighborhoods cool 

 

  

About Harvard’s Implicit Association Test 

The IAT measures the strength of associations between concepts (e.g., Black people, gay people) and 
evaluations (e.g., good, bad) or stereotypes (e.g., athletic, clumsy). The main idea is that making a 
response is easier when closely related items share the same response key. 

When doing an IAT you are asked to quickly sort words into categories that are on the left and right 
hand side of the computer screen. The IAT score is based on how long it takes a person, on average, 
to sort the words different parts of the IAT. We would say that one has an implicit preference for thin 
people relative to fat people if they are faster to categorize words when Thin People and Good share 
a response key and Fat People and Bad share a response key, relative to the reverse. 

Adapted from: https://implicit.harvard.edu/implicit/iatdetails.html  

https://implicit.harvard.edu/implicit/takeatest.html
https://www.youtube.com/watch?v=uYyvbgINZkQ
https://www.youtube.com/watch?v=dREtXUij6_c
https://www.youtube.com/watch?v=ETR9qrVS17g
https://www.youtube.com/watch?v=UmMs8eQP4T0
https://www.youtube.com/watch?v=OS7TPLrxzJ8
https://www.chesapeakebay.net/discover/videos/chesapeake_climate_urban_heat_islands
https://implicit.harvard.edu/implicit/iatdetails.html
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Notes 

What information is new and surprising to you?  

Is there anything that “pinches” or feels uncomfortable?  

Any ‘aha’ moments? 
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Platform Overview

Zoom Mural

• Video and audio connection
• View the presentation materials
• Breakout group video and audio

• Interactive workspace
• Breakout group materials and note‐

taking space

Contracting and 
Introductions
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Contracting

• Your expectations for this training

• What we have planned

• Developing shared expectations

• Agreement on Ground Rules

BRIEFLY, tell your breakout group members:

• Your name

• What is your role at the Chesapeake Bay Program?

• Where were you born and where were your people from?

• Share something about your cultural identity that you think 
they may not know.

• What do you want to get out of today and tomorrow’s 
training?

HELLO
my name is

5
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Expectations 
Recap

What do you want to get out of today 
and tomorrow’s training?

What we have 
planned

Day 1:

1. Explore how culture and biases work in the 
workplace

2. Understand disparities and working from an 
Equity mindset

3. Develop a shared language about unconscious 
bias, institutionalized racism and equity

Day 2:

1. Understand the concept of “cultural humility” 
and its personal and organizational implications 
for how CBP approaches diversity, equity, 
inclusion and justice.

2. Practice strategies that individual staff 
members and CBP as a whole can use to bridge 
cultural divides, build positive relationships 
with community members, and promote an 
equitable process and outcomes.

3. Review the CBP DEIJ Strategy, and identify 
opportunities to support its implementation.

7
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Process
• Be here now.
• Active participation + the option to pass
• Respect everyone’s right to have opinions and thoughts 

that are different from yours
• Share at your own level
• W.A.I.T.
• Use “I” statements
• Parking lot
• Time and subject limitations

The Learning Mindset

• Take responsibility for your own learning

• Be open to new ideas

• Education is an ongoing process

• Ask questions that lead you to greater awareness

• Don’t assume we are not prejudiced

Care and Respect

• Oops and ouch!

• Assume good intent

• Have high sensitivity for the feelings of others

• Really listen to what others say

• No representatives

• Confidentiality

Have fun!

Looking In
How culture and biases work in the workplace

9
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11Skeo Solutions

Let’s talk about 
the pre-work.

Defining “unconscious bias”

bias

11
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Defining “unconscious bias”

unconscious + bias

Amphibious/Lizard brain –
focused on survival and safety

Monkey brain – encompasses 
family and  feelings

Human brain –culture, 
planning, self‐awareness

The Triune Brain Theory 
(Dr. Paul D. MacLean)

13
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Skeo Solutions

• Self‐actualization

Morality,  creativity, 
problem‐solving, 

spontaneity, lack of 
prejudice, 

acceptance of facts

• Esteem

Self‐esteem, 
confidence, 

achievement, respect 
of others, respect for 

others

• Love & belongingFriendship, family, 
intimacy

• Safety
Security of body, employment, 
resources, morality, family, 

health and property

• SurvivalBreathing, food, water, reproduction, 
sleep, homeostasis, excretion

Maslow’s Hierarchy 
of Needs
(Dr. Abraham Maslow)

Self-

actualization

Esteem

Love and belonging

Safety

Survival
Skeo Solutions

Self-

actualization

Esteem

Love and belonging

Safety

Survival

Self-

actualization

Esteem

Love and belonging

Safety

Survival

Self-

actualization

Esteem

Love and belonging

Safety

Survival

Self-

actualization

Esteem

Love and belonging

Safety

Survival

Self-

actualization

Esteem

Love and belonging

Safety

Survival

The Triune Brain and the Science of Unconscious Bias
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What do you see in 
these pictures?

Breakout 
Discussion

What resonates with you about the 
concept of “unconscious bias”?

Is there anything that pinches or is 
uncomfortable about this concept?

17
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What is culture?                        
What does culture look like?

“The ideas, customs, habits, skills, arts, etc. of  a people or 
group that are transferred, communicated, or passed along 

to succeeding generations.” 

–Webster’s Dictionary

19
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Culture …

• Is only visible in the presence of 
difference

• Is not always based on race and 
ethnicity

• Is a layered phenomenon

• Provides a shorthand based on shared 
assumptions

21

Your culture provides 
you with …

Skeo Solutions

21
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A Sense of Comfort and 
Belonging

Skeo Solutions

Understanding 
Culture and 
Unconscious 
Bias in the 
Workplace

• CBP has a unique culture that can be different from 
subgroup to subgroup, different from other 
workplaces and different from the communities 
you serve.

• Unconscious bias can be a part of the “shorthand” 
and culture‐based assumptions we use at work to 
function efficiently.

• This “shorthand” can allow us to function more 
efficiently in the presence of sameness because 
commonly‐held assumptions allow us to make 
decisions quickly.

• However, this “shorthand” can also trip us up in a 
diverse or multi‐cultural workplace. 

• When the assumptions are not commonly held, we 
can respond inefficiently or incorrectly to difference 
or cause hurt and offense inadvertently.

23
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Something in my unconscious 
behavior triggers your 
unconscious assumptions of 
my “group”

Something in my unconscious 
behavior triggers your 
unconscious assumptions of 
my “group”

Your response (conscious or 
unconscious) triggers my 
unconscious assumptions 
about your “group”

Your response (conscious or 
unconscious) triggers my 
unconscious assumptions 
about your “group”

My subsequent behaviors and 
attitudes reinforce your 
unconscious assumptions 
about my “group”

My subsequent behaviors and 
attitudes reinforce your 
unconscious assumptions 
about my “group”

Your subsequent behaviors 
reinforce my unconscious 
assumptions of your “group”

Your subsequent behaviors 
reinforce my unconscious 
assumptions of your “group”

The Impact of Bias in Diverse Workgroups: The Vicious Cycle

Breakout 
Discussion

How have you seen aspects of culture or 
unconscious bias at work in workplaces?  

25
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Short Break

Looking Out
Understanding disparities and working from an 

equity mindset
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Why do disparities exist today, and 
how can we talk about them?

Why do disparities 
exist today?
Present day disparities and inequities are the
result of public policy decisions. 

Public policies can include:

• Neutral or benignly intentioned initiatives 
that positively impact some communities 
and negatively impact others. 

• Intentionally discriminatory initiatives 
that target low income communities, 
people of color, tribal and immigrant 
communities.

29
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Breakout 
Discussion

What public policies did you learn about 
in the videos? 

Did anything surprise you?

Have you seen any of these patterns 
reflected in neighborhoods or near your 
own community?

Untangling the word 
“racism”

31

32



10/2/2020

17

Prejudice: A judgment or opinion, 
usually but not always negative, 
formed on insufficient grounds 
before facts are known or in 
disregard of facts that contradict it. 
Prejudices can be learned and can 
be unlearned. 

(Credit: CommonHealth ACTION, adapted from 
American Medical Students Association)

Race Prejudice: A belief that race is 
the primary determinant of human 
traits and capacities, and that racial 
differences produce an inherent 
superiority of a particular race. 

(Credit: Merriam Webster)

33
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Institutional racism: 

(1) Institutional racism refers to the 
policies and practices within and across 
institutions that, intentionally or not, 
produce outcomes that chronically 
favor, or put a racial group at a 
disadvantage. 

(2) A system in which public policies, 
institutional practices, cultural 
representations, and other norms work 
in various, often reinforcing ways to 
perpetuate racial group inequity. The 
term identifies dimensions of our 
history and culture that have allowed 
privileges associated with “whiteness” 
and disadvantages associated with 
“color” to endure and adapt over time. 
Institutional racism is not something 
that a few people or institutions choose 
to practice. Instead it has been a 
feature of the social, economic and 
political systems in which we all exist. 

(Credit: Aspen Institute)

Breakout 
Discussion

How do these three terms seem 
different than “racism”?

Would any of these terms be more 
useful (and less charged) in your 
workplace?

When we look at it this way, does 
Institutional Racism require intent? Or 
are outcomes more important?

35
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Working from an Equity mindset

38

37
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Equity: Improving equity is to 
promote justice, impartiality and 
fairness within the procedures, 
processes, and distribution of 
resources and rewards by 
institutions or systems. Tackling 
equity issues requires an 
understanding of the underlying or 
root causes of disparities within our 
society. 

(Credit: D5 Coalition)

Everyone gets what 
they need to thrive!

39
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Breakout 
Discussion

For those who responded its 
uncommon, why do you think that is?

How would it change your work if an 
equity lens was incorporated more 
routinely?

Living Glossary
Developing a shared language about unconscious 

bias, institutionalized racism and equity

41
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Living Glossary 
exercise

In your breakout groups with a notetaker, focus on the 

set of definitions from the “Living Glossary” handout 

assigned by the facilitator (15 min):

 What parts of the definition are easily 

understandable or resonate with you and your 

experiences? What parts may have pinched or felt 

uncomfortable for you?

 How could these concepts impact a multi‐cultural 

workforce?

Breakout group 
recap
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Closing 
exercise

 Something you enjoyed about 

today?

 Something that challenged you?

 Any aha moment or idea that 

you will keep exploring as a 

result of today’s conversation?

Closing Remarks

45
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Equity Training: Living Glossary 

 

Created by Skeo 

 

This living glossary is intended to help provide a common understanding of the language we use to talk 
about the issues of diversity, equity and inclusion. For many of these words, multiple definitions exist that 
help to capture the nuance and how the words are used in different contexts. Additionally, definitions of 

words can change over time as society changes. 

 

 

  

Untangling the language we use. 

http://www.skeo.com/
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Bias – A prejudice in favor of or against one thing, person, or group compared with another usually in a 
way that’s considered to be unfair by those “others”. Biases may be held by an individual, group, or 
institution and can have negative or positive consequences. There are types of biases: 

• Conscious bias (also known as explicit bias) 
• Unconscious bias (also known as implicit bias) 

It is important to note that biases, conscious or unconscious, are not limited to ethnicity and race. 
Though racial bias and discrimination are well documented, biases may exist toward any social group. 
One’s age, gender, gender identity physical abilities, religion, sexual orientation, weight, and many other 
characteristics are subject to bias. (Credit: Dr. Renee Navarro) 

Unconscious Bias (also known as Implicit Bias) – social stereotypes about certain groups of people that 
individuals form outside their own conscious awareness. Everyone holds unconscious beliefs about 
various social and identity groups, and these biases stem from one’s tendency to organize social worlds 
by categorizing. Unconscious bias is far more prevalent than conscious prejudice and often incompatible 
with one’s conscious values. Certain scenarios can activate unconscious attitudes and beliefs. For 
example, biases may be more prevalent when multi-tasking or working under time pressure. (Credit: Dr. 
Renee Navarro) 

Microaggressions – the everyday verbal, nonverbal, and environmental slights, snubs, or insults, 
whether intentional or unintentional, which communicate hostile, derogatory, or negative messages to 
target persons based solely upon their marginalized group membership. (Credit: Dr. Derald Wing Sue) 

Privileged – belonging to a class that enjoys special right or advantages that others do not have (Credit: 
Skeo) 

 

 

Culture – The ideas, customs, habits, skills, arts, etc. of  a people or group that are transferred, 
communicated, or passed along to succeeding generations. (Credit: Webster’s Dictionary) 

Ethnocentrism – evaluation of other cultures according to preconceptions originating in the standards 
and customs of one's own culture. (Credit: English Oxford Living Dictionaries) 

Cultural Competence – The ability to (1) move freely in and between social environments while 
generating a sense of comfort and ease and (2) win the approval of others in those social environments. 
(Credit: Michael J. Lythcott, Jr.) 

Cultural Humility – The  ability to maintain an interpersonal [or cross-group] stance that is other-
oriented (or open to the other) in relation to aspects of cultural identity that are most important to the 
[person or group]. (Credit: Hook, Davis, Owen, Worthington and Utsey) 

 

http://www.skeo.com/
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Prejudice: A judgment or opinion, usually but not always negative, formed on insufficient grounds 
before facts are known or in disregard of facts that contradict it. Prejudices can be learned and can be 
unlearned. (Credit: CommonHealth ACTION, adapted from American Medical Students Association) 

Race prejudice: A belief that race is the primary determinant of human traits and capacities, and that 
racial differences produce an inherent superiority of a particular race. (Credit: Merriam Webster) 

Institutional racism (also known as structural or systemic racism): (1) Institutional racism refers to the 
policies and practices within and across institutions that, intentionally or not, produce outcomes that 
chronically favor, or put a racial group at a disadvantage.  (2) A system in which public policies, 
institutional practices, cultural representations, and other norms work in various, often reinforcing ways 
to perpetuate racial group inequity. The term identifies dimensions of our history and culture that have 
allowed privileges associated with “whiteness” and disadvantages associated with “color” to endure and 
adapt over time. Structural racism is not something that a few people or institutions choose to practice. 
Instead it has been a feature of the social, economic and political systems in which we all exist. (Credit: 
Aspen Institute) 

 

 

Racial inequity: When two or more racial groups are not standing on approximately equal footing. 
(Credit: Ibram X. Kendi, How to be an Antiracist) 

Racist policy: Any measure that produces or sustains racial inequity between racial groups. (Credit: 
Ibram X. Kendi, How to be an Antiracist) 

Racist ideas: Any idea that suggests one racial group is inferior to another racial group in any way. 
(Credit: Ibram X. Kendi, How to be an Antiracist) 

[institutional] Racism: A powerful collection of racist policies that lead to racial inequity and are 
substantiated by racist ideas.(Credit: Ibram X. Kendi, How to be an Antiracist) 

Anti-racism: A powerful collection of antiracist policies that lead to racial equity and are substantiated 
by antiracist ideas. (Credit: Ibram X. Kendi, How to be an Antiracist) 

 

http://www.skeo.com/
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Underserved or overburdened – Populations who receive inadequate or inequitable investment and 
services, who experience environmental and/or quality-of-life disparities when compared to 
surrounding populations, and who may in some circumstances have little power or influence over 
outside decisions that impact their daily quality-of-life. (Credit: Skeo) 

Underrepresented – Populations whose representation in a particular space is lower than their 
representation in the U.S. population. Their absence contributes to knowledge gaps in that space. 
Representation is commonly assessed using population groups like sex or race/ethnicity; however, when 
assessing underrepresentation, it is a best practice to consider whose lives will be impacted by decision-
making (e.g., underserved or overburdened populations, environmental justice communities) and 
ensure that those groups are represented and included in that decision-making. (Credit: Skeo) 

Justice – The quality of being just, impartial, or fair. (Credit: Merriam Webster)  

Directly dismantling barriers to resources and opportunities in society so that all individuals in 
communities can live a full and dignified life. (Credit: Avarna Group) 

Environmental justice - the fair treatment and meaningful involvement of all people regardless of race, 
color, national origin, or income with respect to the development, implementation, and enforcement of 
environmental laws, regulations and policies1, and “decisions [that] support sustainable communities 
where people can interact with confidence that their environment is safe, nurturing, and productive...”2  

 

  

 
1 U.S. EPA: https://www.epa.gov/environmentaljustice/learn-about-environmental-justice.  
2 Bunyan Bryant, Professor Emeritus, former Director of the Environmental Advocacy Program at University of Michigan School for 
Environment and Sustainability. 

“Women, persons with disabilities, and underrepresented minority groups—blacks or African Americans, 
Hispanics or Latinos, and American Indians or Alaska Natives—are underrepresented in science and 
engineering (S&E). That is, their representation in S&E education and S&E employment is smaller than their 
representation in the U.S. population. 
 
Although women have reached parity with men among S&E bachelor’s degree recipients—half of S&E 
bachelor’s degrees were awarded to women in 2016—they are still underrepresented in S&E occupations. 
Blacks or African Americans, Hispanics or Latinos, and American Indians or Alaska Natives have gradually 
increased their share of S&E degrees, but they remain underrepresented in S&E educational attainment and in 
the S&E workforce.” 
 
- Introduction to the Women, Minorities, and Persons with Disabilities in Science and Engineering report  
(National Science Foundation and the National Center for Science and Engineering Statistics, 2019) 
 
For more information: https://ncses.nsf.gov/pubs/nsf19304/  
 

http://www.skeo.com/
https://www.epa.gov/environmentaljustice/learn-about-environmental-justice
https://ncses.nsf.gov/pubs/nsf19304/
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Justice – The quality of being just, impartial, or fair. (Credit: Merriam Webster)  

Directly dismantling barriers to resources and opportunities in society so that all individuals in 
communities can live a full and dignified life. (Credit: Avarna Group) 

Equity – Improving equity is to promote justice, impartiality and fairness within the procedures, 
processes, and distribution of resources and rewards by institutions or systems. Tackling equity issues 
requires an understanding of the underlying or root causes of disparities within our society. (Credit: D5 
Coalition) 

Diverse/Diversity – The demographic mix of a specific collection of people, taking into account elements 
of human difference. For example: racial and ethnic groups, income, spectrum of built environment 
settings (rural to urban), faith communities, LGBTQ+ populations, people with disabilities, gender, 
relationship to the natural environment. (Credit: Skeo, adapted from the D5 Coalition) 

Inclusion – Refers to the degree to which diverse individuals are able to participate fully in the decision-
making processes within an organization or group. While a truly “inclusive” group is necessarily diverse, 
a “diverse” group may or may not be “inclusive.” (Credit: D5 Coalition) 

 

  

Justice and equity have to do with policies, procedures and systems. 

It is possible to be diverse without being inclusive. 

http://www.skeo.com/
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Equity – Improving equity is to promote justice, impartiality and fairness within the procedures, 
processes, and distribution of resources and rewards by institutions or systems. Tackling equity issues 
requires an understanding of the underlying or root causes of disparities within our society. (Credit: D5 
Coalition) 

Equity can be further broken down into categories such as: 

• Procedural Equity—inclusive, accessible, authentic engagement and representation in decision-
making processes regarding programs and policies. 

• Distributional Equity—programs and policies result in fair distributions of benefits and burdens 
across all segments of a community, prioritizing those with highest need.  

• Structural Equity—decisions are made with a recognition of historical, cultural, and institutional 
dynamics and structures that have routinely advantaged privileged groups in society.  

• Transgenerational Equity—decisions consider generational impacts and do not result in unfair 
burdens on future generations. (Credit: Urban Sustainability Director’s Network, 2014) 

 

Equality is not the same as equity. 

http://www.skeo.com/
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Platform Overview

Zoom Mural

• Video and audio connection
• View the presentation materials
• Breakout group video and audio

• Interactive workspace
• Breakout group materials and note‐

taking space

Opening 
Reflections

What insights or questions have come up 
for you since yesterday’s session?

3
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Cultural Humility
A personal and institutional posture to help advance 

Diversity, Equity, Inclusion and Justice

What is Cultural Humility?

5
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“The ability to maintain an interpersonal stance that is other‐oriented (or open to the other) in relation to 
aspects of cultural identity that are most important to the [person].” 

– Hook, Davis, Owen, Worthington and Utsey

Cultural humility responds to difference 
with a sense of honor and respect,        

rather than a sense of fear.

7
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Cultural humility incorporates a life‐
long commitment to:

• Self‐evaluation and critique,

• Redressing power imbalances 
in relationship dynamics, and 

• Developing mutually beneficial 
and non‐paternalistic 
partnerships.

10

For more: Cultural Humility vs. Cultural Competence (Turvalon & Murray‐
Garcia); Hook, J. N., Davis, D. E., Owen, J., Worthington Jr., E. L., & Utsey, S. O. 
(2013). Cultural humility: Measuring openness to culturally diverse clients. 
Journal of Counseling Psychology; Cultural Humility (complete)  (Vivian 
Chavez, 2012)

9
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Best Practices

When is it important to recognize cultural 
differences?

• At the beginning of every new relationship 
between organizations.

• When a new colleague joins your project.

• When a disagreement or misunderstandings arise.

How can we build relationships based in 
cultural humility?

• Recognize the presence of culture from the 
outset.

• Ask each other how to develop mutually 
beneficial partnerships.

• Acknowledge that we may not always know where 
we are blind.

• Establish a regular practice of giving and receiving 
caring feedback.

11

Cultural Humility in 
Practice at the 
Institutional Level

Building relationships with community residents

Revamping complaint‐based systems

11
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Breakout 
Discussion

What resonates with you about the 
cultural humility approach?

How might this approach help CBP 
leaders and staff bridge cultural divides 
and build positive relationships inside 
the workplace? With community 
members?

How might this approach support 
implementation of equity at the 
institutional level?

How might you apply cultural humility in 
your work?

Preparing for 
Personal Success
Tools for building trust and relationships across 

difference

13
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Skeo Solutions

Jo‐Hari’s Window

Growth based 
on appropriate 
self‐disclosure

Growth based 
on useful 

feedback from 
others

I
Public Self

II
Private Self

III
Bad Breath

Area

IV
Area of Hidden 

Potential

KNOWN TO
OTHERS

NOT
KNOWN TO
OTHERS

KNOWN TO
ME

NOT
KNOWN TO

ME

15
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Comprehension 
Check!

Using a blank sheet of paper, take a few 
minutes to draw Jo‐Hari’s Window. Try to 
make it as complete as you can!

Exercise:
Appropriate Self Disclosure

• Taking turns, share with your group 
something from your personal life that 
others do not know

(take something from your private self and 
move into your public self)

• Discuss with each other and respond to 
each other in an appropriate, non‐
judgmental way

• Take note of your feelings and comfort 
levels as the exercise progresses

• Be prepared to share them with the larger 
group

17
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Reflections:
Appropriate Self Disclosure

What was it like for you to share from your 
private self as a speaker?

What was it like for you to hear someone 
sharing about their personal life?

What, if anything, changed within your 
group as a result of your having done this 
exercise?

Exercise: 
Giving and Receiving Feedback

• This exercise includes three roles:

1. A person requesting feedback
2. A person giving feedback
3. A person in a listening role to watch for whether 

the two role‐players are modeling the advice in 
the handout and where they can improve in 
either giving or receiving feedback.

• Taking turns, the person requesting feedback 
could ask: 

“What do you think I would need to do more of or 
less of to be more effective working with internal 
groups (e.g., agency departments) or external 
groups (e.g., communities)?”

Optional: Think about a multi‐cultural work 
situation or relationship you would like to become 
more effective in, and tailor the question below to 
that situation or relationship.

• Discuss with each other and respond to each 
other as appropriate

• Take note of your feelings and comfort levels as 
the exercise progresses

19
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Reflections:
Giving and Receiving Feedback

What it was like for you to give and receive 
feedback? 

How did your comfort levels shift as the 
exercise progressed?

Find 
opportunities 
to practice!

21
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Gather and share information

• Build a new personal database about 
yourself and about others who you see (or 
who see themselves) as “different”

• Go to where the difference is, listen and 
get involved (if appropriate)

• Task force and committee work

• Work with communities or organizations 
outside of CBP

• Lunch tables

• After work activities and community groups

• Faith‐based organizations

• Affinity group meetings

• Volunteer opportunities

Attitude is Everything

• Be nonjudgmental

• Assume complexity

• Tolerate the stress of 
uncertainty

• Keep a sense of Humor

• Show Respect

• Show Empathy

Practicing cultural humility and Jo‐Hari’s Window

Planning for 
Personal 
Success

Take 10 minutes to complete the 
Personal Success reflections worksheet.

23
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Planning for 
Personal 
Success

Thinking about your experience of yesterday 
and today’s training sessions:

1. What did you originally hope to get out of the workshop 
(shared during the introductions)?

2. What are the three most helpful personal learnings for 
you?

3. Thinking about the posture of cultural humility and the 
tools we practiced today (Jo‐Hari’s Window, appropriate 
self disclosure, and giving and receiving feedback), 
what’s in the way of you building more trusting and 
productive relationships at work with colleagues, 
communities or other partners? Name and prioritize any 
personal or organizational obstacles you see.

4. What’s in it for you personally to overcome those 
obstacles?

5. What’s in it for CBP?

6. How much of this do you feel prepared to take on?  If 
there are parts you feel unprepared for, what additional 
resources would be helpful?

Reflections: 
Planning for Personal 
Success

Would anyone like to share some of 
their reflections and/or next steps?

25
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Short Break

Preparing for Organizational 
Success

Institutionalizing diversity, equity, inclusion and 
justice through the CBP DEIJ Strategy

27
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Background

The Chesapeake Bay Program (CBP) retained Skeo to conduct a 
Diversity, Equity, Inclusion and Justice (DEIJ) Readiness Assessment 
and develop a DEIJ Strategy that helps the organization to: 

1. Grow racial and ethnic diversity from 13% to 25% (including 15% of leadership).2 

2. Help partners to develop as DEIJ leaders who understand, respect and embrace 
cultural diversity. 

3. Provide partners with the tools to continually assess progress towards diversity goals. 

29
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Purpose

Restoration from the Inside Out provides recommendations to be used 
by CBP leadership, Goal Implementation Teams, Workgroups, and other 
components of the CBP to:

• inform the activities in the biennial workplans (i.e. Logic and Action 
Plans) and 

• integrate DEIJ in the implementation of management strategies 

to help achieve the outcomes of the Chesapeake Bay Watershed 
Agreement. 

DEIJ Readiness Assessment
(summer 2018 – summer 2019)

• Conducted interviews with CBP workgroups, goal teams and leadership to 
inform development of an assessment framework 

• Used the framework to conduct a DEIJ Readiness Assessment that included:

• additional interviews, 

• a DEIJ readiness survey, 

• two focus groups, and 

• review of key CBP documents to evaluate key policies and procedures. 

31
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Assessment Framework

Focus Areas Objectives

Authorizing Environment 1. Create an authorizing environment for DEIJ.

Internal DEIJ 2. Increase DEIJ in hiring, promotion and tenure. 
3. Increase DEIJ in appointee and volunteer bodies. 
4. Increase DEIJ in internal culture and training. 

Mission‐related Work 5. Advance DEIJ through GIT workplans and outcomes.
6. Advance DEIJ through communications.
7. Advance DEIJ through grant‐making and contracting.

Thought Leadership and Partnerships 8. Increase DEIJ performance of partners.

DEIJ Readiness Assessment Outcomes

• CBP has established a strong foundation, there is much work yet to do to advance 
DEIJ within CBP. 

• Many actions have not been started or are not yet meeting objectives. (See Chapter 
2 for full assessment scores.)

• The recent adoption of the diversity goal in the Chesapeake Bay Watershed 
Agreement, along with the readiness of the staff, demonstrate that the organization 
is poised to make great strides in advancing DEIJ. 

• CBP now has a baseline and framework that can be used to prioritize and track both 
near‐ and long‐term actions to improve DEIJ across the eight objectives over time. 
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DEIJ Strategy

Like the Chesapeake Bay itself, 
successful DEIJ and EJ efforts require a 

healthy ecosystem to thrive!

The DEIJ Strategy emphasizes the internal, 
cultural and policy changes needed to create a 
healthy, supportive organizational ecosystem 
where DEIJ and EJ goals can produce lasting 
results that advance the restoration of the 

Chesapeake Bay Watershed. 

Strategy 1: 
Strengthen CBP’s 
Authorizing 
Framework  

1. Adopt a clear and succinct DEIJ statement.

2. Update the CBP Management Strategies, as needed, 
to explicitly articulate the roles of diversity, equity, 
inclusion and environmental justice.

3. Clarify language in authorizing and governance 
documents to reflect a priority on developing long‐
term relationships with organizations run by and 
primarily serving communities of color and other 
underrepresented communities.

4. Update the Governance and Management 
Framework for the Chesapeake Bay Partnership.

5. Biennially, incorporate changes related to the DEIJ 
Strategy annual action priorities throughout both the 
Diversity Outcome Management Strategy and the 
DWG Outcome Logic Table and Workplan.

6. In addition to diversity and environmental justice, 
explicitly articulate equity, inclusion and justice in 
the next iteration of the Chesapeake Bay Watershed 
Agreement.

35
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Strategy 2: 
Advance DEIJ 
Internally

1. Increase diversity and inclusion 
for staff, appointees, and 
volunteer bodies.

2. Build a common understanding 
of and expanded capacity for 
DEIJ.

3. Institutionalize efforts to 
advance DEIJ internally.

Strategy 3: 
Advance DEIJ 
through Mission‐
related Work

1. Clarify the distinction between (1) 
organizations that are run by and 
primarily serve communities of color 
and other underrepresented 
communities and (2) other organizations 
that engage these communities.

2. Build relationships with communities of 
color, low income communities and 
other underrepresented groups, and 
incorporate these leaders into decision‐
making and implementation.

3. Advance DEIJ through GIT workplan 
development and implementation.

4. Advance DEIJ through grantmaking.
5. Review and strengthen DEIJ in 

watershed restoration outreach, 
materials, activities, and events.
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Strategy 4: 
Advance DEIJ 
Performance of 
Partners

1. Increase access to DEIJ training and 
capacity building. 

2. Share the CBP’s DEIJ statement or policy 
with CPB partners once it is developed. 

3. Build off the dissemination of the DEIJ 
statement by offering a follow up 
webinar for CBP Partners that takes a 
deeper dive into DEIJ plans, tracking and 
assessment.

4. Develop and distribute straightforward, 
accessible guidance on including DEIJ 
and EJ criteria in grant targets and 
evaluation to CBP Partners.

5. Develop and share the DEIJ 
communication and distribution 
guidance broadly among CBP Partners.

6. Develop tracking and reporting guidance 
to share broadly among CBP Partners. 

Action Plans
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2020‐2021 
Priorities

1. A significant emphasis on strengthening CBP’s 
authorizing environment through developing a 
DEIJ Statement and updating various authorizing 
documents to reflect advances in CBP’s 
understanding of DEIJ. 

2. Increase diversity and inclusion for staff, 
appointees, and volunteer bodies, with a focus on 
learning from people of color about their 
experience of the culture within CBP. 

3. Build a common understanding of DEIJ and 
expanded capacity for DEIJ through trainings and 
identifying funding for staff and leadership to 
participate in DEIJ‐related conferences and 
network building events. 

4. Institutionalize efforts to advance DEIJ internally by 
disseminating the tools and resources developed 
under this phase of DEIJ work and budgeting for 
additional actions in 2021. 

5. Distinguishing between (1) organizations that are 
run by and primarily serve communities of color 
and other underrepresented communities and (2) 
other organizations that engage these 
communities. 

2020‐2021 
Priorities

6. Build relationships with communities of color, low income 
communities and other underrepresented groups with a 
focus on listening through participation in EJ‐led 
gatherings and developing a better understanding of who 
is already operating in this space. 

7. Explore the options and determine a process for starting a 
Community Advisory Board (or similar entity) – composed 
of compensated environmental justice leaders and 
representatives from organizations led by people of color 
and other underrepresented groups – that could serve as 
(1) a sounding board and resource for development and 
implementation of the Chesapeake Bay Watershed 
Agreement, including GIT workplans and grant‐making, 
and (2) a feeder pool for identifying and developing 
leaders from communities of color, low income 
communities and other underrepresented groups to serve 
as representatives on groups throughout the Governance 
and Management Framework. 

8. Advance diversity, equity and inclusion through GIT 
workplan development and implementation with a focus 
on incorporating leaders from communities of color and 
low‐ income communities into decision‐making and 
implementation. 

9. Advance diversity, equity and inclusion through 
grantmaking with a focus on updating DEIJ and EJ criteria 
in grant targets and evaluation. 

10. Advance DEIJ Performance of CBP Partners with a focus on 
including them in the 2020 trainings and disseminating 
tools and resources to them as they are developed by CBP. 
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Implementation 
Principles

 Restoration happens 
from the inside out. 

 Accountability is key to 
success.

Measure both 
implementation actions 
and their impacts.

Q & A
What questions do you have about 

Restoration from the Inside Out and the 
DEIJ strategy it lays out for CBP? 
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Planning for 
Organizational 
Success

Take 10 minutes to complete the 
Organizational Success reflections 
worksheet.

Planning for 
Organizational 
Success

Thinking about what you have learned so 
far about CBP’s DEIJ Strategy:

1. Which of the 2020‐2021 priority actions 
(right) might intersect with your work at CBP 
and/or at your own organization/agency?

2. How can you help to implement 
recommendations from the DEIJ Strategy in 
the work of your own organization/agency?

3. How can you help to implement 
recommendations in the DEIJ Strategy in the 
work of the teams you work with as part of 
the CBP?  (e.g., workgroups, Management 
Board, Advisory Committee, Goal 
Implementation Teams you are a part of)

4. What supports might you need from the CBP 
Diversity Workgroup?

5. Are there any additional training topics you 
would like CBP to provide trainings on to 
support implementation of the CBP DEIJ 
Strategy?

 A significant emphasis on strengthening CBP’s authorizing environment through developing 
a DEIJ Statement and updating various authorizing documents to reflect advances in CBP’s 
understanding of DEIJ. 

 Increase diversity and inclusion for staff, appointees, and volunteer bodies, with a focus on 
learning from people of color about their experience of the culture within CBP. 

 Build a common understanding of DEIJ and expanded capacity for DEIJ through trainings 
and identifying funding for staff and leadership to participate in DEIJ‐related conferences 
and network building events. 

 Institutionalize efforts to advance DEIJ internally by disseminating the tools and resources 
developed under this phase of DEIJ work and budgeting for additional actions in 2021. 

 Distinguishing between (1) organizations that are run by and primarily serve communities 
of color and other underrepresented communities and (2) other organizations that engage 
these communities. 

 Build relationships with communities of color, low income communities and other 
underrepresented groups with a focus on listening through participation in EJ‐led 
gatherings and developing a better understanding of who is already operating in this space. 

 Explore the options and determine a process for starting a Community Advisory Board (or 
similar entity) – composed of compensated environmental justice leaders and 
representatives from organizations led by people of color and other underrepresented 
groups – that could serve as (1) a sounding board and resource for development and 
implementation of the Chesapeake Bay Watershed Agreement, including GIT workplans and 
grant‐making, and (2) a feeder pool for identifying and developing leaders from 
communities of color, low income communities and other underrepresented groups to 
serve as representatives on groups throughout the Governance and Management 
Framework. 

 Advance diversity, equity and inclusion through GIT workplan development and 
implementation with a focus on incorporating leaders from communities of color and low‐
income communities into decision‐making and implementation. 

 Advance diversity, equity and inclusion through grantmaking with a focus on updating DEIJ 
and EJ criteria in grant targets and evaluation. 

 Advance DEIJ Performance of CBP Partners with a focus on including them in the 2020 
trainings and disseminating tools and resources to them as they are developed by CBP. 

45

46



10/1/2020

24

Reflections: 
Planning for Organizational 
Success

Would anyone like to share some of 
their reflections and/or next steps?

Closing
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Round Robin 
Reflections

What one word or phrase captures this 
Equity training for you?

Please give us 
feedback!

Please share your thoughts in the post‐
training survey.

We value opportunities to know what 
parts of the training were valuable for 
you and where we can do better!
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Thank you!

Sarah Malpass

smalpass@skeo.com

Dominique Ong

dom.ong@skeo.com
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Breaking the Vicious Cycle1 
 
 

 
1 Adapted from JoHari’s Window created by Joe Luft and Harrington Ingham. 

Growth based on 
appropriate self-
disclosure 

Growth based on 
valid feedback 
from others 

I 
My Public Self 

II 
My Private Self 

III 
My Bad Breath 

(Blind) Area 
 

IV 
My Area of 

Hidden Potential 

 

KNOWN TO 
OTHERS 

NOT 
KNOWN TO 

OTHERS 

KNOWN TO 
ME 

NOT 
KNOWN TO 

ME 

I: My PUBLIC SELF - information about me which is known to me and is known to others 
II: My PRIVATE (SECRET) SELF - information about me which is known to me and not known to  

others 
III: MY BLIND SELF (the “bad breath” area) - information about me which is not known to me and  

is known to others 
IV: MY HIDDEN SELF - information about me which is not known to me and is not known to  

others.  An area of hidden potential and abilities. 
Actualized Hidden Potential - This is the area of unexpected, unanticipated, unheralded discovery. 
It is accessed based on the growth dynamics generated by feedback and self-disclosure.  It is more 
than a new cognitive awareness of self – It is the “popping into presence” of skills, abilities and 
capacities that had been there all the time.  

 



Appropriate Self‐Disclosure 
 

Appropriate self‐disclosure can help people to trust you and like you. Usually when people work 
together or hang out together, personal life will come up as a topic. One person will disclose 
something, and the other person will be expected to disclose something in return. It could be as 
simple as "yeah, rush hour makes me crazy too," or "I have a nephew that same age." Even 
when the self‐disclosure is small however, it indicates to the other person that you are willing 
to be open and honest in the relationship and that you aren't hiding yourself. 
 
All of this doesn't go on consciously of course... we don't usually look at someone who doesn't 
reciprocate self‐disclosure and say "that guy is untrustworthy," but subconsciously, that may be 
what happens. It also helps people to be comfortable around you when you are interested in 
their lives. For instance, at my job, a man sits in the cubicle next to me who always wants to talk 
about his grandchildren. If I choose not to listen to him, our relationship would become more 
strained. If I choose to listen to him, and reply appropriately, then usually the conversation 
ends with both of us happy, and we've improved our relationship a tiny bit every time. 
 
This will carry over into work. If he has a question about a work topic, he is likely to come to me 
first. I have shown him that I am willing to listen to him about personal things, and so he will 
come to me for a listening ear about work things as well. He feels comfortable around me, and 
knows that I won't mock him, and that I will try to help. That's always a good thing to know 
about someone, and helps people to not be defensive and over‐protective of themselves in a 
conversation. You don't get to that point without some appropriate self‐disclosure. 



Rules for Giving Effective Feedback 
 

The following rules for giving effective feedback were taken from Allen E. Ivey’s book titled Intentional 
Interviewing and Counseling (1983). 
 
1. The person receiving the feedback should be in charge. Feedback is likely to be most successful if the 
person solicits it. Only give as much feedback as the person can use now. A couple of ways to do this is 
to let the person identify what areas she would like feedback in. Or let the person control when the 
feedback session can end. 
 
2. Feedback should focus on strengths and/or something the person can do something about. It does 
little good to tell a person to change many things that are wrong. It is more effective to give feedback on 
positive dimensions and build on strength. When you talk about negatives, they should be areas the 
person can do something to change or adapt to. 
 
3. Feedback should be concrete and specific. It does little good to offer vague feedback. For example, 
“You aren’t able to get along with the group” is not as helpful as “You had two arguments with Ginny 
that upset both of you, and now you are disagreeing strongly with Lois. What does this mean to you?” 
 
4. Feedback should be relatively nonjudgmental. Critical to being nonjudgmental is accepting vocal tone 
and body language. Too often feedback turns into evaluation – “You did that exercise very well,” 
compared to “I saw you relax and heard your joy as you went through that exercise.” Stick to the facts 
and specifics. Facts are friendly. Judgments may or may not be. 
 
5. Feedback should be lean and precise. Most people have many areas that could profit from change. 
However, most of us can change only one thing at a time and can hear only so much. Don’t overwhelm 
the person. Select one or two things for providing feedback and save the rest for later. 
 
6. Check-out to see how your feedback was received. Check to see how the other person reacts to 
feedback. “How do you react to that?” “Does that sound close?” “What does that mean to you?” are 
three examples that involve the person in feedback and will indicate whether or not you were heard and 
how useful your feedback was. 



Planning for Success: 
 
Personal Reflections 

 

Thinking about your experience of yesterday and today’s workshop sessions: 

 
1. What did you originally hope to get out of the workshop (shared during the introductions)? 
 

 

2. What are the three most helpful personal learnings for you? 
 

 

 

 

 

3. Thinking about the posture of cultural humility and the tools we practiced today (Jo-Hari’s 
Window, appropriate self disclosure, and giving and receiving feedback), what’s in the way 
of you building more trusting and productive relationships at work with colleagues, 
communities or other partners? Name and prioritize any personal or organizational 
obstacles you see. 

 

 

 

 

 

 



Planning for Success: 
 
Personal Reflections 
 

4. What’s in it for you personally to overcome those obstacles? 
 

 

 

 

 

5. What’s in it for CBP? 
 

 

 

 

 

6. How much of this do you feel prepared to take on?  If there are parts you feel unprepared 
for, what additional resources would be helpful? 
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Executive Summary 

Introduction and Purpose 
The Chesapeake Bay Program (CBP) has retained Skeo to conduct a Diversity, Equity, Inclusion and Justice 
(DEIJ) Readiness Assessment and develop a DEIJ Strategy that helps the organization to1:  

1. Grow racial and ethnic diversity from 13% to 25% (including 15% of leadership).2 
2. Help partners to develop as DEIJ leaders who understand, respect and embrace cultural diversity. 
3. Provide partners with the tools to continually assess progress towards diversity goals. 

The recommendations in this DEIJ Strategy are provided by Skeo to the CBP to be used by CBP leadership, 
Goal Implementation Teams, Workgroups, and other components of the CBP to inform the activities in 
the biennial workplans (i.e. Logic and Action Plans) and integrate DEIJ in the implementation of 
management strategies to help achieve the outcomes of the Chesapeake Bay Watershed Agreement.  
 

DEIJ Readiness Assessment and Key Outcomes 
Skeo began the strategic planning process with a DEIJ Readiness Assessment conducted between summer 
2018 and summer 2019. To initiate the assessment, Skeo conducted interviews with CBP workgroups, 
goal teams and leadership to inform an assessment framework based on the day-to-day operations, 
structural processes, organization culture and other considerations related to DEIJ. Next, Skeo and the 
CBP project team used the framework to conduct a DEIJ Readiness Assessment that included additional 
interviews, a DEIJ readiness survey, two focus groups, and review of key CBP documents to evaluate key 
policies and procedures.  

The Readiness Assessment framework is organized around the following focus areas and objectives:  

Focus Areas Objective 

Authorizing Environment 1. Create an authorizing environment for DEIJ. 

Internal DEIJ 2. Increase DEIJ in hiring, promotion and tenure. 
3. Increase DEIJ in appointee and volunteer bodies. 
4. Increase DEIJ in internal culture and training. 

Mission-Related Work 5. Advance DEIJ through GIT workplans and outcomes. 
6. Advance DEIJ through communications. 
7. Advance DEIJ through grant-making and contracting. 

Thought Leadership and Partnerships 8. Increase DEIJ performance of partners. 

  

 
1 The original scope of work called for a DEI Assessment and a DEI Strategy. The field of DEIJ has evolved to more 
consistently include considerations of justice, and therefore this guide will use the term DEIJ throughout. The 
assessment that was conducted under this process included considerations related to environmental justice, and 
this strategy includes considerations related to both environmental justice and broader social justice themes. It is 
CBP’s expectation that implementation of this guide will lead to new opportunities to strengthen justice-related 
considerations going forward. 
 

2 As of March 2020, there are approximately 145 leadership positions at CBP (including the Executive Council, 
Principals’ Staff Committee, Management Board, and persons serving as the chair, co-chair or vice-chair of CBP’s 
Goal Implementation Teams, Advisory Committees and Workgroups). There are also approximately 750-800 people 
who participate in the partnership. 
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The CBP Readiness Assessment scores, found in Chapter 2, set a baseline for some ambitious goals. The 
integrated assessment indicates that while CBP has established a strong foundation, there is much work 
yet to do to advance DEIJ within CBP. Many actions have not been started or are not yet meeting 
objectives. However, the recent adoption of the diversity goal in the Chesapeake Bay Watershed 
Agreement, along with the readiness of the staff, demonstrate that the organization is poised to make 
great strides in advancing DEIJ. CBP now has a baseline and framework that can be used to prioritize and 
track both near- and long-term actions to improve DEIJ across the eight objectives over time.  

DEIJ Strategy 
Based on the outcomes of the DEIJ Readiness Assessment Findings and Recommendations, the Skeo 
project team identified a series of recommendations to help CBP build on its strengths and further 
advance diversity, equity, inclusion and environmental justice (EJ). The DEIJ Strategy includes 
recommendations that are grouped into the four DEIJ Framework focus areas. These are summarized 
below; more detailed recommendations can be found in Chapter 4. 

1. Strengthen CBP’s Authorizing Environment 

1. Adopt a clear and succinct DEIJ statement that fully captures definitions for DEIJ and EJ and how each of 
these topics relates to and advances the mission of CBP. 

2. Update the CBP Management Strategies, as needed, to explicitly articulate the roles of diversity, equity, 
inclusion and environmental justice in achieving CBP’s mission and guiding implementation of the 
agreement. 

3. Clarify language in authorizing and governance documents to reflect a priority on developing long-term 
relationships with organizations run by and primarily serving communities of color and other 
underrepresented communities3 (in addition to, and distinct from organizations that engage communities 
of color and other underrepresented communities but are not led by representatives of these 
communities.) This includes the Governance and Management Framework as well as the Management 
Strategy documents. 

4. Update the Governance and Management Framework for the Chesapeake Bay Partnership to include a) 
explicit diversity goals for each group  in their “Leadership and Membership” sections, b) language 
describing the role and impact of DEIJ and EJ considerations in the “Process for Decision-Making” section, 
and c) mechanisms for raising and addressing partnership-related DEIJ issues.  

5. Biennially, incorporate changes related to the DEIJ Strategy annual action priorities throughout both the 
Diversity Outcome Management Strategy and the DWG Outcome Logic Table and Workplan. 

6. In addition to diversity and environmental justice, the partnership should consider addressing equity and 
inclusion in future Chesapeake Bay Watershed agreements or other policy directives. 

2.  Advance DEIJ Internally 

1. Increase diversity and inclusion for staff, appointees, and volunteer bodies. 
2. Build a common understanding of and expanded capacity for DEIJ. 
3. Institutionalize efforts to advance DEIJ internally. 

 

 
3 The groups that an organization prioritizes for expanding representation may be dependent on any number of 
factors relevant to organizational context and may also shift and change over time as a field evolves. The term 
“other underrepresented groups” is used throughout the framework to give the actions on the framework relevance 
as CBP’s representation priorities evolve. 



 

 

Diversity, Equity, Inclusion and Justice Strategy for the Chesapeake Bay Program           3 

 

3. Advance DEIJ through Mission-Related Work 

1. Clarify the distinction between (1) organizations that are run by and primarily serve communities of color 
and other underrepresented communities and (2) other organizations that engage these communities. 

2. Build relationships with communities of color, low income communities and other underrepresented 
groups, and incorporate these leaders into decision-making and implementation. 

3. Advance DEIJ through GIT workplan development and implementation. 

4. Advance DEIJ through grantmaking. 

5. Review and strengthen DEIJ in watershed restoration outreach, materials, activities, and events. 

4. Advance DEIJ Performance of Partners4 

1. Increase access to DEIJ training and capacity building. Prominently advertise, incentivize and recruit for the 
2019-2020 trainings and distribute tools developed under this grant to CBP Partners. Request feedback on 
the training and tools and additional trainings and tools could be valuable for them and for their colleagues. 
Encourage partner organizations to offer DEIJ trainings to their board, staff and volunteers. 

2. Share the CBP’s DEIJ statement or policy with CPB partners once it is developed. Consider offering a 
webinar or pursuing other opportunities for discussion and dissemination of both the CBP DEIJ statement 
and the lessons learned in developing and adopting the statement. (For example, the annual Chesapeake 
Bay Watershed Forum may be a good venue to share the CBP DEIJ statement and goals with a broader 
watershed-wide audience, as well as the annual Choose Clean Water Coalition conference and 
environmental justice conferences such as the University of Maryland’s Environmental Justice Symposium.) 

3. Build off the dissemination of the DEIJ statement by offering a follow up webinar for CBP Partners that 
takes a deeper dive into DEIJ plans, tracking and assessment. 

4. Develop and distribute straightforward, accessible guidance on including DEIJ and EJ criteria in grant 
targets and evaluation to CBP Partners. 

5. Develop and share the DEIJ communication and distribution guidance broadly among CBP Partners. 

6. Develop tracking and reporting guidance to share broadly among CBP Partners. Where feasible, point CBP 
Partners to tools that are already established in the field. Develop a biennial report to capture CBP Partner 
tracking outcomes to help build momentum and accountability across the partnership – this report could 
start by tracking diversity of board, management and staff, and then add additional measures as CBP roles 
out best practices, tools and resources to its partners. 

Action Plans 
Action plans to implement the DEIJ Strategy have been developed for each of the four framework focus 
areas. Each action plan outlines a set of tasks each with a lead and expected timeframe. The plans also 
include descriptions of potential tools and resources needed. 

While the action plans address all of the recommendations from the DEIJ Strategy, the team has 
identified some priority focus areas where CBP can make the biggest difference in advancing DEIJ and EJ 
to help guide near-term implementation efforts. The action plan charts are intended to be a living 
workplan and these priority focus areas should be updated on an annual basis to build momentum for 
implementation. 

 

 
4 In this document, the word “partners” refers to all members of the Chesapeake Bay Program partnership 

(members of the Executive Council, Principals’ Staff Committee, Management Board, Goal Implementation 

Teams, workgroups and advisory committees) as well as partners who make up the larger Chesapeake Bay 

watershed community. 
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The following principles can help guide successful implementation: 

• Restoration happens from the inside out – Put in place the organizational infrastructure and foster 
the cultural shifts needed to support successful implementation over the long-term. 

• Accountability is key to success - Include a review, reporting and update cycle in the action plan 
document. While individual staff or board members may be responsible for specific pieces of the 
DEIJ Action Plan, the Diversity Workgroup (DWG) can retain a central role in the review, reporting 
and update cycle for this document, reviewing outcomes on an annual or biennial basis 
(depending on the outcome) and refining the action plan based on feedback and lessons learned. 

• Measure both implementation actions and their impacts – The action plans identify specific 
measures to examine impacts through quantifiable change, but some actions make take time to 
achieve a quantifiable change. Therefore, documenting and evaluating the implementation 
actions for each action can also provide valuable information.  

Looking Ahead 
This report provides a DEIJ Strategy for the Chesapeake Bay Program that will help staff, volunteers, 
decision-makers and partners leverage strategies for diversity, equity, inclusion and justice, including 
environmental justice. The work of implementing the Chesapeake Bay Watershed Agreement to restore 
the Bay is an ambitious and visionary undertaking. Success over the long-term will require tapping into 
the persistence, wisdom, creativity, motivations and political will of the full diversity of people who live in 
and contribute to the many ecosystems that make up the Chesapeake Bay watershed. Like the 
Chesapeake Bay itself, successful DEIJ and EJ efforts require a healthy ecosystem in order to thrive. This 
DEIJ Strategy emphasizes the internal, cultural and policy changes needed to create a healthy, supportive 
organizational ecosystem where DEIJ and EJ goals can produce lasting results that advance the 
restoration of the Chesapeake Bay watershed. 

If done well, these strategies will strengthen CBP’s ability to achieve its mission and carry out its 
responsibilities effectively over the long-term. By embracing restoration from the inside out, CBP will be 
able to more effectively build a diverse and inclusive coalition to implement the Chesapeake Bay 
Watershed Agreement and restoring the bay, its tributaries and the surrounding ecosystems.  
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Chapter 1: Introduction 

Purpose and Background 
The Chesapeake Bay Program (CBP) has retained Skeo to complete a Diversity, Equity, Inclusion and 
Justice (DEIJ) Readiness Assessment and develop a DEIJ Strategy that helps the organization to5:  

1. Grow racial and ethnic diversity from 13% to 25% (including 15% of leadership). 6 

2. Help partners to develop as DEIJ leaders who understand, respect and embrace cultural diversity. 

3. Provide partners with the tools to continually assess progress towards diversity goals. 

The recommendations in this DEIJ Strategy are provided by Skeo to the CBP to be used by CBP leadership, 
Goal Implementation Teams, Workgroups, and other components of the CBP to inform the activities in 
the biennial workplans (i.e. Logic and Action Plans) and integrate DEIJ in the implementation of 
management strategies to help achieve the outcomes of the Chesapeake Bay Watershed Agreement. 

CBP’s DEIJ Strategy seeks to build upon the work of other national DEIJ leaders in the watershed, 
environmental and foundation fields. Two resources that have been particularly influential in structuring 
the assessment and recommendations include:  

1. The State of Diversity in Environmental Organizations report released by Green 2.0 (2014) which 
addresses the state of diversity in the environmental sector (NGO’s, government, philanthropy) at 
the national scale. See the textbox on the following page for a summary of the key findings of this 
report. 

2. The Diversity, Equity and Inclusion Audit Scorecard developed by Skeo in collaboration with the 
Chesapeake Bay Trust (2018), which influenced the DEIJ Readiness Assessment scorecard 
developed for this assessment.7  
 

 
5 The original scope of work called for a DEI Assessment and a DEI Strategy. The field of DEIJ has evolved to more 
consistently include considerations of justice, and therefore this guide will use the term DEIJ throughout. The 
assessment that was conducted under this process included considerations related to environmental justice, and 
this strategy includes considerations related to both environmental justice and broader social justice themes. It is 
CBP’s expectation that implementation of this guide will lead to new opportunities to strengthen justice-related 
considerations going forward. 
 

6 As of March 2020, there are approximately 145 leadership positions at CBP (including the Executive Council, 
Principals’ Staff Committee, Management Board, and persons serving as the chair, co-chair or vice-chair of CBP’s 
Goal Implementation Teams, Advisory Committees and Workgroups). There are also approximately 750-800 people 
who participate in the partnership. 
 

7 The original scorecard was developed as a template to help environmental funders advance DEIJ in their work, and 
can be found in Appendix 6 of the DEIJ in Action report prepared for the Chesapeake Bay watershed community 
(2019). 

https://cbtrust.org/wp-content/uploads/CB-Watershed-DEIJ-Guide-Appendix_May-2019.pdf
https://cbtrust.org/wp-content/uploads/CB-Watershed-DEIJ-Guide_May-2019.pdf
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Developing Shared Understanding: Important Terms 
For the purposes of this DEIJ Strategy, the project team has defined key terms to underscore that each 
term in “DEIJ” has a unique meaning and different implications for action. Unless otherwise noted, the 
definitions below were adapted from or developed by the D5 Coalition:8 

• Diversity: The demographic mix of a specific collection of people, taking into account elements of 
human difference. For example: racial and ethnic groups, income, spectrum of built environment 
settings (rural to urban), faith communities, LGBTQ+ populations, people with disabilities, gender, 
relationship to the natural environment.  

• Equity: Improving equity is to promote justice, impartiality and fairness within the procedures, 
processes, and distribution of resources by institutions or systems. Tackling equity issues requires 
an understanding of the underlying or root causes of disparities within our society.  

• Inclusion: Refers to the degree to which diverse individuals are able to participate fully in the 
decision-making processes within an organization or group. While a truly “inclusive” group is 
necessarily diverse, a “diverse” group may or may not be “inclusive.”  

• Justice – the quality of being just, impartial, or fair. 9  

 
8 Diversity, Equity and Inclusion. D5 Coalition. 2014. Retrieved from: https://www.d5coalition.org/about/dei/. 
9 Merriam-Webster: https://www.merriam-webster.com/dictionary/justice 

 

The State of Diversity in Environmental Organizations (2014) 

In 2014, the Green 2.0 Initiative conducted an assessment of diversity in the environmental sector at the 
national scale. The groundbreaking and comprehensive report “The State of Diversity in Environmental 
Organizations: Mainstream NGOs, Foundations & Government Agencies” establishes three main factors that 
prop up an “overwhelmingly white ‘Green Insiders’ Club” within the environmental field: 

“1. The Green Ceiling. Despite increasing racial diversity in the United States, the racial composition in 
environmental organizations and agencies has not broken the 12% to 16% “green ceiling” that has been in 
place for decades.  

2. Unconscious Bias, Discrimination, and Insular Recruiting. Confidential interviews with environmental 
professionals and survey data highlight alienation and “unconscious bias” as factors hampering recruitment 
and retention of talented people of color.  

3. Lackluster Effort and Disinterest in Addressing Diversity. Efforts to attract and retain talented people of 
color have been lackluster across the environmental movement.” 

The report also identifies six factors that make diversity initiatives successful: “(1) Adequate and stable funding, 
(2) Adequate and committed leadership, (3) Adequate organizational buy-in, (4) Ability to communicate across 
race, class, gender, and cultural lines, (5) Institutionalizing diversity, equity, inclusion goals, and (6) Translate 
diversity training into action.” 

Source: Taylor, Dorceta. 2014. Green 2.0 Highlights Handout. Pages 1 & 4. Accessed 15 February 2019. 

Subsequently released reports that may also be of interest to the CBP audience include: Diversity Derailed: 
Limited Demand, Effort and Results in Environmental C-Suite Searches (Beasley, 2016); Beyond Diversity: A 
Roadmap to Building an Inclusive Organization (Beasley, 2017); and Leaking Talent: How People of Color are 
Pushed Out of Environmental Organizations (Johnson, 2019). 

https://www.d5coalition.org/about/dei/
https://www.merriam-webster.com/dictionary/justice
https://www.diversegreen.org/wp-content/uploads/2015/10/Highlights_Green2.0_FINAL.pdf
https://www.diversegreen.org/diversity-derailed/
https://www.diversegreen.org/diversity-derailed/
https://www.diversegreen.org/diversity-derailed/
https://www.diversegreen.org/diversity-derailed/
https://www.diversegreen.org/leaking-talent/
https://www.diversegreen.org/leaking-talent/
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• Social Justice – equal access to wealth, opportunities, and privileges within a society. 10 This may 
mean addressing the present-day impacts of past inequities in order to achieve equity going 
forward. 

• Environmental Justice – the fair treatment and meaningful involvement of all people regardless of 
race, color, national origin, or income with respect to the development, implementation, and 
enforcement of environmental laws, regulations and policies , and refers to “decisions [that] 
support sustainable communities where people can interact with confidence that their 

environment is safe, nurturing, and productive...” 11   

Acting Together for Change: Why “Restoration from the Inside Out”? 
The work of implementing the Chesapeake Bay Watershed Agreement and restoring the bay is an 
ambitious and visionary undertaking. Success over the long-term will require tapping into the persistence, 
wisdom, creativity, motivations and political will of the full range of diverse communities who live and 
work in the Chesapeake Bay watershed.  

Like the Chesapeake Bay itself, successful DEIJ and EJ efforts require a certain ecosystem in order to 
thrive. While early conversations about watershed health may have focused on visible changes in the 
Chesapeake Bay and aquatic life, addressing these visible, as well as harder to perceive needs will require 
changes within the full ecosystem, including the contributing uplands throughout the watershed.  

Similarly, organizations interested in prioritizing into DEIJ and EJ may begin with conversations about 
increasing diversity of staff and partnerships or reaching and engaging people from diverse communities. 
However, achieving and sustaining these goals will depend on first examining the organizational 
ecosystem – the interrelated policies, values and culture that influence why and how work is 
accomplished. The work of developing a more inclusive and equitable institution requires administrative 
changes to policies and metrics, building common understanding of DEIJ and EJ’s centrality to the mission 
of the organization, and increasing the inclusion and sense of belonging within the organization for new 
members and partners that the organization seeks. Restoration happens from the inside out. 

CBP is positioned at this important juncture. CBP has laid significant groundwork, including the 
development of a diversity outcome and environmental justice principle for the Chesapeake Bay 
Watershed Agreement. This document, A Diversity, Equity, Inclusion and Justice Strategy for the 
Chesapeake Bay Program, provides a roadmap to navigate the internal, structural changes needed to 
create a supportive organizational ecosystem where CBP’s DEIJ and EJ goals can thrive and produce 
lasting results that advance the restoration of the Chesapeake Bay watershed. 

 

 
10 Pachamama Alliance: https://www.pachamama.org/social-justice/what-is-social-justice 
11 Bunyan Bryant, PhD., Professor Emeritus, former Director of the Environmental Advocacy Program at University of 
Michigan School for Environment and Sustainability. 

https://www.pachamama.org/social-justice/what-is-social-justice
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Chapter 2: DEIJ Readiness Assessment Process and Outcomes 

Skeo began the strategic planning process with a DEIJ Readiness Assessment conducted between summer 
2018 and summer 2019. This chapter summarizes the assessment process, the DEIJ assessment 
framework, the evaluation methodology, key themes and assessment scores. The full DEIJ Readiness 
Assessment Findings and Recommendations is included in Appendix C. 

Assessment Process 

To initiate the assessment process, Skeo conducted a series of interviews with CBP workgroups, goal 
teams and leadership to better understand day-to-day operations, structural processes, organizational 
culture and other considerations related to DEIJ. Next, Skeo and the CBP project team conducted a DEIJ 
Readiness Assessment that included additional interviews, a DEIJ readiness survey, two focus groups, and 
evaluation of key policies, processes and procedures based on review of key CBP documents. These 
assessment activities and their outcomes are summarized in Table 1 on the following page.  

In March of 2019, Skeo presented the DEIJ project workplan and early findings of the interviews to the 
Chesapeake Bay Program Biennial Strategic Review Systems meeting in Richmond, VA. Then during the 
May meeting of the CBP Diversity Working Group, Skeo presented the DEIJ project goals, components, 
and early findings to the workgroup members and solicited their input, comments and suggestions. 
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Table 1. DEIJ Readiness Assessment Process and Outcomes Summary  

Subtask Approach Subtask Outcomes 

1. Interviews  

DEIJ interview questions focused 
on understanding cultural 
readiness and attitudes towards 
DEIJ at multiple levels within the 
organization. 

Conducted interviews with over 65 participants from the: 

1. Citizens’ Advisory Council (July 13, 2018) 
2. Goal Implementation Team Coordinators and Staffers (July 19, 

2018) 
3. Scientific and Technical Advisory Committee (August 13, 2018) 
4. Goal Implementation Team Chairs (September 6, 2018) 
5. Management Board (October 18, 2018) 
6. Diversity Workgroup (November 13, 2018) 

2. Readiness Assessment Survey (Appendix A) 

Eleven question survey designed to 
identify beliefs about DEIJ and key 
perceived challenges to advancing 
DEIJ in CBP’s internal culture and 
partnerships. 

Distributed an electronic survey to CBP staff that was open for two weeks 
in February 2019. The survey received 60 responses.  

The DEIJ Survey questions and a survey results summary are provided in 
Appendix A. 

3. Focus Groups (Appendix B) 

Facilitate two in person focus 
groups to dig deeper into CBP’s 
internal culture around DEIJ and 
incorporating DEIJ into decision-
making at CBP 

Facilitated two in person focus groups on March 5, 2019 to explore: 

CBP’s Internal Culture around DEIJ (9 program staff participants):  

• Gathered staff perceptions of the internal DEIJ culture at CBP. 

• Identified how staff think CBP could continue to grow and 
strengthen its practice of DEIJ. 

Incorporating DEIJ into Decision-making at CBP (7 staff, management board 
and GIT member participants) 

• Explored CBP’s understanding of diversity vs. equity vs. inclusion.  

• Gathered ideas and considerations for integrating DEIJ into 
decision-making and thought leadership in a science-based 
organization. 

Both focus group agendas are provided in Appendix B. 

4. Evaluation of key policies and procedures 

Evaluated four documents 
provided by CBP using the DEIJ 
Strategy Framework to 
supplement information gathered 
from staff. 

Reviewed the following documents:  

1. Diversity Outcome Management Strategy (2015-2025) 
2. Diversity Workgroup (DWG) Outcome Logic Table and Work Plan 

(2018-2019)  
3. Governance and Management Framework for the Chesapeake Bay 

Program Partnership (September 13, 2018) 
4. Chesapeake Progress report– Diversity (April 30, 2019) 
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DEIJ Assessment Framework 

The DEIJ Assessment Framework presented in this section includes eight objectives across four focus 
areas (summarized in the table below), along with 35 specific actions (outlined in the following pages) 
that can be used to evaluate the status of DEIJ within CBP.12 

Table 2. Objectives in the DEIJ Assessment Framework 

Focus Areas Objective 

Authorizing Environment 1. Create an authorizing environment for DEIJ. 

Internal DEIJ 2. Increase DEIJ in hiring, promotion and tenure. 
3. Increase DEIJ in appointee and volunteer bodies. 
4. Increase DEIJ in internal culture and training. 

Mission-Related Work 5. Advance DEIJ through GIT workplans and outcomes. 
6. Advance DEIJ through communications. 
7. Advance DEIJ through grant-making and contracting. 

Thought Leadership and Partnerships 8. Increase DEIJ performance of partners. 

Note on the Term “Other Underrepresented Groups” 

The groups that an organization prioritizes for expanding representation may be dependent on any 
number of factors relevant to organizational context and may also shift and change over time as a field 
evolves. The term “other underrepresented groups” is used throughout the framework to give the actions 
on the framework relevance as CBP’s representation priorities evolve. 

DEIJ Assessment Framework 

1. Create and Authorizing Environment. 

1. Include specific DEIJ and environmental justice (EJ) goals in the Chesapeake Bay Watershed 

Agreement. 

2. Adopt and disseminate a clear DEIJ statement or policy. 

3. Adopt an organizational DEIJ Plan. 

4. Track, analyze and report on the measures of the DEIJ plan. 

5. Include DEIJ measures in the performance goals for senior and mid-level managers. 

6. Create a Management Board-level Diversity or DEIJ Committee or equivalent. 

2. Increase DEIJ in Hiring, Promotion and Tenure within CBPO Staff.13 

1. Encourage partner entities to promote DEIJ in hiring, promotion and tenure policies, 

practices and procedures consistent with fair hiring practices. 

 
12 The focus areas in this framework were developed by Skeo based on best practices research on DEIJ evaluation in 
the environmental and philanthropic fields and refined while developing a model framework for the Chesapeake Bay 
Trust. The framework objectives and actions were informed by the information gathering interviews conducted by 
Skeo. 
13 CBPO Staff include all employees who work at the CBP offices in Annapolis, Maryland, and serve in a variety of 
roles and capacities to advance and coordinate the work of the larger partnership. They include employees of 
federal agencies and contractors, non-profit organizations and academic institutions. Specific federal agencies 
include: the Environmental Protection Agency, National Parks System, Forest Service, Geological Survey and 
National Oceanic and Atmospheric Administration. See https://www.chesapeakebay.net/who/staff.  

https://www.chesapeakebay.net/who/staff
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2. Encourage partner entities to include people of color and other underrepresented groups in 

hiring and promotion committees. 

3. Encourage partner entities to conduct proactive outreach and recruitment to increase 

representation of people of color and other underrepresented groups in management, CBP 

staff and intern positions. 

4. Encourage partner entities to seek opportunities to provide professional development, 

promote and retain people of color and other underrepresented groups across management, 

CBP staff and intern positions. 

3. Increase DEIJ in Appointee and Volunteer Bodies. 

1. Conduct proactive outreach and recruitment to increase representation of people of color 

and other underrepresented groups on the Management Board, Advisory Committees, Goal 

Implementation Teams and Workgroups. 

2. Seek opportunities to support and retain people of color and other underrepresented groups 

on the Management Board, Advisory Committees, Goal Implementation Teams and 

Workgroups. 

4. Increase DEIJ in Internal Culture and Training. 

1. Provide CBP staff and Management Board training and tools on DEIJ, racial equity and 

environmental justice issues. 

2. Establish common understanding of the meaning of diversity, equity and inclusion as it 

relates to the mission of the organization. 

3. Regularly include DEIJ considerations in decision-making and daily operations of the board, 

CBP staff and appointee/volunteer bodies. 

4. Ensure CBP staff and appointee/volunteer bodies have a mechanism for raising and 

addressing DEIJ issues within the organization. 

5. Ensure board, management and CBP staff have the skills and tools needed to advance DEIJ 

within the work of the organization. 

5. Advance DEIJ through GIT Workplans14 and Outcomes. 

1. Engage communities of color, low income communities, and other underrepresented groups 

in development and implementation of the workplan. 

2. Explicitly consider within each workplan how to distribute benefits and improvements more 

equitably to communities of color, low income communities, and other underrepresented 

groups. 

3. Explicitly consider within each workplan how to reduce disproportionate adverse 

environmental impacts in communities of color, low income communities, and other 

underrepresented groups. 

6. Advance DEIJ through Communications. 

1. Ensure communication materials are culturally accessible, promote DEIJ goals, and reflect 

people of color, low income communities, and other underrepresented groups. 

 
14 GITs include Sustainable Fisheries, Water Quality, Fostering Chesapeake Bay Stewardship, Habitat, Maintain 
Healthy Watersheds, Enhance Partnering, Leadership and Management 
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2. Ensure distribution includes avenues designed for people of color, low income communities, 

and other underrepresented groups. 

7. Advance DEIJ through Grant-making and Contracting. 

1. Develop and explicitly include DEIJ and environmental justice criteria in grant targets and 

evaluation. 

2. Provide grant outreach and project-management training to organizations run by and 

primarily serving communities of color and/or other underrepresented communities. 

3. Ensure grant review committees include people of color and other underrepresented groups.  

4. Promote non-discriminatory policies among applicant organizations, and incentivize 

applicants to increase DEIJ in their organizational practices. 

5. Incentivize grant projects that align Chesapeake Bay restoration investments with 
community-identified needs. 

6. Adopt policies and practices that promote DEIJ in contracting and consulting. 

8. Increase DEIJ performance of partners. 

1. Partner with organizations led or staffed by people of color or other underrepresented 

groups to implement the Chesapeake Bay Watershed Agreement. 

2. Partner with organizations that engage people of color, low income communities, or other 

underrepresented groups to implement the Chesapeake Bay Watershed Agreement. 

3. Encourage CBP partners to adopt and disseminate a clear DEIJ statement or policy. 

4. Encourage CBP partners to adopt an organizational DEIJ Plan and assess progress on the plan 

annually. 

5. Encourage partners to consider DEIJ in messaging, materials and distribution avenues. 

6. Encourage CBP partners to offer DEIJ training and tools to their board, staff and volunteers. 

7. Encourage CBP partners to track, analyze and report on the diversity of their board, 

management, staff, interns and other advisory groups as relevant. 

DEIJ Readiness Assessment: Evaluation Methodology 

As described above, the assessment process integrated several different sources of information about 
DEIJ within the organization including document review, interviews, focus groups and survey results, as 
well as group discussions with the attendees of the Biennial Strategic Review Systems meeting and the 
Diversity Working Group. Skeo applied this information to evaluate each action outlined in the DEIJ 
Framework using the two scales described in Table 3. 

Table 3. DEIJ Assessment Evaluation Scales 

Status (have the actions been taken?)  Assessment (what is the outcome of the actions?) 

N – No  

P – Partially  

Y – Yes  

1 – Not yet meeting goals 

2 – Achieving goals 

3 – Exceeding goals 

An assessment score of 1 represents an area where improvement is needed to achieve DEIJ goals. An 
assessment score of 2 represents a positive assessment that CBP is consistently meeting the DEIJ goals set 
for that action, though there still may be areas for improvement. An assessment score of 3 represents a 
practice that stands out as new, innovative and worthy of sharing with others for adoption more broadly 
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in the field. The assessment also includes written findings explaining the scores with recommendations 
for improvement or enhancement. 

The intent of this assessment is not for an organization to achieve a score of 3 across all criteria. A score 
of 2 represents a positive score that indicates the organization is performing well in achieving DEIJ goals. 

DEIJ Readiness Assessment: Key Themes and Assessment Scores 

The recent adoption of the diversity goal in the Chesapeake Bay Watershed Agreement and the diligent 
planning and actions of key CBP staff, the Diversity Workgroup and other committed leaders throughout 
the organization have laid a strong foundation for advancing DEIJ at CBP. This advanced planning, along 
with the readiness of the staff, demonstrate that the organization is poised to make great strides in 
advancing DEIJ.  

This assessment sets a baseline for some ambitious goals. The integrated assessment process of survey 
results, document review, interviews and focus groups indicates that while CBP has established a strong 
foundation for advancing DEIJ, there is much work yet to do to advance DEIJ within CBP. Many actions 
have not been started or are not yet meeting objectives; however, CBP now has a baseline and 
framework that can be used to prioritize and track both near- and long-term actions to improve DEIJ 
across the eight objectives over time.  

The sections below outline key themes from survey results, document review, interviews and focus 
groups, followed by the assessment scores. 

Key Themes from Survey Results 

Survey results show that 88-97% of survey respondents from across the organization believe that DEIJ 
practices will benefit CBP on the following measures: 

• Ability to better serve the public,  

• Broaden our partnerships,  

• Advance our mission,  

• Encourage diversity, equity and inclusion in decision-making,  

• Expand our supporters, and  

• Improve hiring and retention of diverse staff. 

Survey results also show that respondents are not yet convinced that CBP is actively demonstrating a 
commitment to diversity, equity and inclusion. Only 25-35% of respondents agreed or strongly agreed 
that CBP actively demonstrates a commitment to each one of these three factors. 

These survey results reflect a common experience in organizations who are building momentum to 
advance DEIJ – while attitudes towards DEIJ are favorable and staff tend to believe DEIJ can help the 
organization achieve its goals, they also recognize that demonstrating an active commitment means 
moving beyond individual positive beliefs or attitudes to institutionalized action and change.  
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Key Themes from Document Review 

The perceptions of survey respondents should be balanced with an understanding of the groundwork 
that has been laid to prepare CBP for institutionalized action and change. Much of this groundwork has 
been captured in key CBP guiding documents15. For example: 

• The Chesapeake Bay Watershed Agreement includes a diversity goal, and environmental justice is 
one of the guiding principles of the agreement. 

• The current (2018-2019) version of the Diversity Outcome Management Strategy includes a 22-
page table documenting the status of diversity policies and programs in Chesapeake Bay 
watershed jurisdictions. The table includes documentation of existing policies and programs, 
existing funding and current gaps. This information will be an invaluable resource as CBP moves 
forward with implementation of the DEIJ Strategy.  

Through review of the following four documents, the project team identified additional themes that 
provide a foundation for advancing diversity, equity and inclusion and environmental justice:  

• Diversity Outcome Management Strategy (2015-2025): Connects the Diversity goal to decision-

making around conservation and restoration efforts. Offers six factors influencing success: 

1. Successfully targeting communications and outreach efforts. 

2. Reaching diverse communities to create employment and professional engagement 

opportunities. 

3. Engaging underrepresented communities that face environmental justice challenges. 

4. Creating metrics and tracking tools. 

5. Accounting for impacts from climate change, flooding and extreme weather. 

6. Incorporating diversity as a key component of other management strategies. 

Captures current efforts and gaps related to these efforts as well as management approaches for 
the first four factors above. 

• Diversity Workgroup Outcome Logic Table and Work Plan (2018-2019): Describes the actions 

supporting the DWG’s four key management approaches:  

1. Communications and Outreach  

2. Employment and Professional Engagement  

3. Promote Environmental Justice  

4. Tracking and Assessment 

• Governance and Management Framework for the Chesapeake Bay Program Partnership 

(September 13, 2018): Outlines the organizational structure of CBP, including leadership and 

membership of various bodies within CBP, and describes the process for decision-making through 

consensus-building. Document does not include specific mention of DEIJ factors that might 

influence leadership and membership of the various bodies within CBP or that could be included 

as drivers in the decision-making process. 

 
15 Detailed notes on the findings from the review of each of these documents can be found in the Appendix C: DEIJ 
Readiness Assessment Findings and Recommendations. 
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• Chesapeake Progress – Diversity (April 30, 2019): Documents the baseline and goal for the 

diversity indicator as well as steps CBP is taking to reach that goal. Connects the diversity goal to 

allocating the benefits of conservation and restoration outcomes across all communities. 

Key Themes from Interviews and Focus Groups 

Interviews and focus group discussions covered a range of topics including group operations and culture, 
what participants were most and least proud of at CBP, perceptions of DEIJ and feedback on a draft 
version of the DEIJ framework.  

Interviews included representatives from the following groups: 

• Citizens’ Advisory Council (July 13, 2018) 

• Goal Implementation Team Coordinators and Staffers (July 19, 2018) 

• Scientific and Technical Advisory Committee (August 13, 2018) 

• Goal Implementation Team Chairs (September 6, 2018) 

• Management Board (October 18, 2018) 

• Diversity Workgroup (November 13, 2018) 

Focus groups dug deeper on the following two DEIJ topics: 

• CBP’s Internal Culture around DEIJ: a facilitated discussion with program staff (March 5, 2019) 

• Incorporating DEIJ into Decision-Making at CBP: a facilitated discussion with staff, Management 
Board and GIT members (March 5, 2019) 

Characteristics of CBP that interviewees were most proud of included: 

• Lifting up the Chesapeake Bay watershed: CBP focuses on the great natural resource of the 
Chesapeake Bay and ensures protecting the bay remains a focus of country’s top leaders.  

• A culture of collaboration and partnerships: CBP approaches the work in the spirit of partnership 
with other agencies and freely shares information and resources.  

• The desire to increase diversity and inclusion: While CBP has room for improvement on diversity 
of voices, interviewees are proud that there is a desire for improving in this area.  

• Science-based decision-making and policy-making: CBP uses science-based decision-making, 
emphasizes scientific rigor and develops policy based on science. 

• Transparent and accountable: CBP’s implements measures to ensure accountability, transparent 
decision-making and use of tax-payer dollars in an open, honest and efficient manner.  

• Connecting goals/priorities to outcomes at the state and federal levels: CBP is able to identify 
priorities and integrate them into policies at the state and federal level.  

• Technical expertise: CBP’s Goal Implementation Teams have outstanding technical expertise. 

Characteristics of CBP that interviewees were least proud of included: 

• When decision-making bows to politics: Decisions can become influenced by politics rather than 
science.  

• The gap in social-science expertise: The Scientific and Technical Advisory Committee (STAC) is not 
often asked to respond to social science questions. STAC used to have a cultural anthropologist, 
but currently is composed primarily of physical scientists and a few economists.  

• Need for increased diversity and inclusion: Examples included: 
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o Principle Staff Committee’s demographics; especially that there are no people of color in 
leadership. Participants noted that several women are now a part of leadership, but 
there is still room to grow.  

o CBP tends to be complex, and long-term players speak in shorthand. This makes it 
difficult for newer folks to get included. There is a steep learning curve and it can be 
difficult to join the conversation.  

o There is a need for greater inclusion of the voices that are already in the room, in 
addition to expanding who is in the room. 

• CBP’s reputation: CBP is easily confused with other entities and there is also a healthy degree of 
skepticism from outsiders of the value of what CBP does.  

• The slow pace of institutional change: Examples include: 
o CBP can be process-heavy and highly bureaucratic. 
o CBP’s goals are water quality centric, and building the institutional momentum of STAC to 

shift direction is a slow process. CBP has been very slow to do substantive work in trying 
to gauge water quality on fisheries. It has only been in the last couple of years that CBP 
has begun to turn this corner, but progress is starting to happen.  

• Ability to prioritize: CBP could improve its ability to strategically set priorities. The Chesapeake Bay 
Watershed Agreement has a lengthy list of goals and all of them are priorities, which makes it 
difficult to identify and advance high priority goals. 

Perceptions of DEIJ included:  

• Positive DEIJ work within CBP: 
o DEIJ was added as an outcome in the Chesapeake Bay Watershed Agreement, with some 

resistance, but participants consider it to be a big win for DEIJ.  
o The Diversity Working Group is continuing to keep the DEIJ discussion at the forefront for 

CBP leadership. 
o DEIJ is a part of continued discussions with Coordinators/Staffers. They utilize mapping 

tools such as EJ Screen to bring DEIJ information forward with other data layers that 
affect their work to keep the conversation going.  

o A recent DEIJ survey helped CBP set staff diversity targets that match the racial and 
ethnic demographics of the watershed. 

• Increasing DEIJ in operations and decision-making will require capacity building within CBP: 
o DEIJ is an important issue that currently comes up in meetings topically. Participants are 

interested in seeing DEIJ embedded into CBP’s operations throughout, but to make this 
happen, it will take consistent champions in leadership at the top levels of the 
organization.  

o There are different levels of understanding and interest in DEIJ topics across the 
Chesapeake Bay Program; sometimes, the resistance to ideas or proposals related to DEIJ 
can be palpable within the room. 

o Resources and tools are needed to create a common understanding of DEIJ, especially 
resources that can help bring along members of CBP who may not understand why DEIJ 
issues are important to achieving the goals of the Chesapeake Bay Watershed 
Agreement.  

o There is concern that DEIJ does not currently factor into many decision-making processes 
at CBP. 
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• Barriers to increasing diversity:  
o Folks who largely look the same are making decisions about the Chesapeake Bay 

population, which looks very different from the people who are in the room at CBP. More 
diverse communities need to be at the table and included in the decision-making 
process. This reality may lead to some of the skepticism about CBP.  

o The federal hiring process presents barriers to increasing diversity of CBP staff. 
o The volunteer nature of other groups within CBP can also present barriers to increasing 

diversity. For example, membership in the STAC is based on voluntary participation and 
scientific expertise. The pool is a short list of people through nominations. STAC is not 
incentivized monetarily, which may be prohibitive to increasing diversity.  

• Ownership of DEIJ varies: Some groups within CBP are supportive of DEIJ and increased diversity, 
but view it as the responsibility of groups other than their own to promote and make these 
changes. 
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Readiness Assessment Scores 

Table 4 captures the DEIJ Readiness Assessment scores for CBP. The findings and recommendations that 
support these scores and form the basis for the DEIJ Assessment Recommendations in Chapter 3 can be 
found in the Appendix C: DEIJ Readiness Assessment Findings and Recommendations. 

Table 4. DEIJ Readiness Assessment Scores 

Objectives and Actions 
 

Status16 Assessment17 

N P Y 1 2 3 

Objective 1. Create an Authorizing Environment 

1.1 Include specific DEIJ and environmental justice (EJ) goals in the Chesapeake 
Bay Watershed Agreement. 

 ✓  ✓   

1.2 Adopt and disseminate a clear DEIJ statement or policy. ✓   ✓   

1.3 Adopt an organizational DEIJ Plan.   ✓ ✓   

1.4 Track, analyze and report on the measures of the DEIJ plan.  ✓   ✓  

1.5 Include DEIJ measures in the performance goals for senior and mid-level 
managers. 

✓   ✓   

1.6 Create a Management Board-level Diversity or DEIJ Committee or equivalent. ✓   ✓   

Objective 2. Increase DEIJ in Hiring, Promotion and Tenure within CBPO Staff18 

• 2.1 Encourage partner entities to promote DEIJ in hiring, promotion and tenure 
policies, practices and procedures consistent with fair hiring practices. 

 ✓  ✓   

2.2 Encourage partner entities to include people of color and other 
underrepresented groups in hiring and promotion committees. 

 ✓  ✓   

• 2.3 Encourage partner entities to conduct proactive outreach and recruitment to 
increase representation of people of color and other underrepresented groups in 
management, CBP staff and intern positions. 

 ✓  ✓   

• 2.4 Encourage partner entities to seek opportunities to provide professional 
development, promote and retain people of color and other underrepresented 
groups across management, CBP staff and intern positions. 

 ✓  ✓   

Objective 3. Increase DEIJ in Appointee and Volunteer Bodies 

3.1 Conduct proactive outreach and recruitment to increase representation of 
people of color and other underrepresented groups on the Management Board, 
Advisory Committees, Goal Implementation Teams and Workgroups. 

 ✓  ✓   

3.2 Seek opportunities to support and retain people of color and other 
underrepresented groups on the Management Board, Advisory Committees, Goal 
Implementation Teams and Workgroups. 

✓   ✓   

Objective 4. Increase DEIJ in Internal Culture and Training 

 
16 Status (have the actions been taken?): N – No; P – Partially; Y – Yes.  
17 Assessment (what is the outcome of the actions?): 1 – Not yet meeting goals; 2 – Achieving goals; 3 – Exceeding 

goals. 
18 CBPO Staff include all employees who work at the CBP offices in Annapolis, Maryland, and serve in a variety of 
roles and capacities to advance and coordinate the work of the larger partnership. They include employees of 
federal agencies and contractors, non-profit organizations and academic institutions. Specific federal agencies 
include: the Environmental Protection Agency, National Parks System, Forest Service, Geological Survey and 
National Oceanic and Atmospheric Administration. See https://www.chesapeakebay.net/who/staff. 

 

https://www.chesapeakebay.net/who/staff
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Objectives and Actions 
 

Status16 Assessment17 

N P Y 1 2 3 

4.1 Provide CBP staff and Management Board training and tools on DEIJ, racial 
equity and environmental justice issues. 

 ✓   ✓  

4.2 Establish common understanding of the meaning of diversity, equity and 
inclusion as it relates to the mission of the organization.  

 ✓  ✓   

4.3 Regularly include DEIJ considerations in decision-making and daily operations 
of the board, CBP staff and appointee/volunteer bodies.  

✓   ✓   

4.4 Ensure CBP staff and appointee/volunteer bodies have a mechanism for raising 
and addressing DEIJ issues within the organization. 

✓   ✓   

4.5 Ensure board, management and CBP staff have the skills and tools needed to 
advance DEIJ within the work of the organization. 

✓   ✓   

Objective 5. Advance DEIJ through GIT Workplans19 and Outcomes 

5.1 Engage communities of color, low income communities, and other 
underrepresented groups in development and implementation of the workplan. 

✓   ✓   

5.2 Explicitly consider within each workplan how to distribute benefits and 
improvements more equitably to communities of color, low income communities, 
and other underrepresented groups. 

✓   ✓ 

  

5.3 Explicitly consider within each workplan how to reduce disproportionate 
adverse environmental impacts in communities of color, low income communities, 
and other underrepresented groups. 

✓   ✓   

Objective 6. Advance DEIJ through Communications 

6.1 Ensure communication materials are culturally accessible, promote DEIJ goals, 
and reflect people of color, low income communities and other underrepresented 
groups. 

 ✓  ✓   

6.2 Ensure distribution includes avenues designed for people of color, low income 
communities, and other underrepresented groups. 

 ✓  ✓   

Objective 7. Advance DEIJ through Grant-making and Contracting 

7.1 Develop and explicitly include DEIJ and environmental justice criteria in grant 
targets and evaluation. 

 ✓  ✓   

7.2 Provide grant outreach and project-management training to organizations run 
by and primarily serving communities of color and/or other underrepresented 
communities.   

 ✓  ✓   

7.3 Ensure grant review committees include people of color and other 
underrepresented groups.  

✓   ✓   

7.4 Promote non-discriminatory policies among applicant organizations, and 
incentivize applicants to increase DEIJ in their organizational practices. 

✓   ✓   

7.5 Incentivize grant projects that align Chesapeake Bay restoration investments 
with community-identified needs. 

✓   ✓   

7.6 Adopt policies and practices that promote DEIJ in contracting and consulting. ✓   ✓   

Objective 8. Increase DEIJ Performance of Partners 

8.1 Partner with organizations led or staffed by people of color or other 
underrepresented groups to implement the Chesapeake Bay Watershed 
Agreement. 

 ✓  ✓   

 
19 GITs include Sustainable Fisheries, Water Quality, Fostering Chesapeake Bay Stewardship, Habitat, Maintain 
Healthy Watersheds, Enhance Partnering, Leadership and Management 
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Objectives and Actions 
 

Status16 Assessment17 

N P Y 1 2 3 

8.2 Partner with organizations that engage people of color, low income 
communities, or other underrepresented groups to implement the Chesapeake Bay 
Watershed Agreement. 

 ✓  ✓   

8.3 Encourage CBP partners to adopt and disseminate a clear DEIJ statement or 
policy. 

✓   ✓   

8.4 Encourage CBP partners to adopt an organizational DEIJ Plan and assess 
progress on the plan annually. 

✓   ✓   

8.5 Encourage partners to consider DEIJ in messaging, materials and distribution 
avenues. 

✓   ✓   

8.6 Encourage CBP partners to offer DEIJ training and tools to their board, staff 
and volunteers. 

 ✓   ✓  

8.7 Encourage CBP partners to track, analyze and report on the diversity of their 
board, management, staff, interns and other advisory groups as relevant. 

 ✓  ✓   
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Chapter 3: DEIJ Strategy  

Based on the outcomes of the DEIJ Readiness Assessment Findings and Recommendations, the Skeo 
project team identified a series of recommendations to help CBP build on its strengths and further 
advance diversity, equity, inclusion and environmental justice. These recommendations are provided by 
Skeo to the CBP to be used by CBP leadership, Goal Implementation Teams, Workgroups, and other 
components of the CBP to inform the activities in the biennial workplans (i.e. Logic and Action Plans) and 
integrate DEIJ in the implementation of management strategies to help achieve the outcomes of the 
Chesapeake Bay Watershed Agreement. The DEIJ Strategy includes recommendations that are grouped 
into the four DEIJ Framework focus areas: 

1. Strengthen CBP’s authorizing environment. (Objective 1) 
2. Advance DEIJ internally. (Objectives 2-4) 
3. Advance DEIJ through mission-related work. (Objectives 5-7) 
4. Advance DEIJ of CBP partners. (Objective 8) 

1. Strengthen CBP’s Authorizing Environment 

To strengthen CBP’s authorizing environment for DEIJ: 

1. Adopt a clear and succinct DEIJ statement that fully captures definitions for DEIJ and EJ and how each 
of these topics relates to and advances the mission of CBP. 

2. Update the Management Strategies, as needed, to explicitly articulate the roles of diversity, equity, 
inclusion and environmental justice in achieving CBP’s mission and guiding implementation of the 
agreement. 

3. Clarify language in authorizing and governance documents to reflect a priority on developing long-
term relationships with organizations run by and primarily serving communities of color and other 
underrepresented communities (in addition to, and distinct from organizations that engage 
communities of color and other underrepresented communities but are not led by representatives of 
these communities.) This includes the Governance and Management Framework as well as the 
Management Strategy documents. 

4. Update the Governance and Management Framework for the Chesapeake Bay Partnership to include 
a) explicit diversity goals for each group  in their “Leadership and Membership” sections, b) language 
describing the role and impact of DEIJ and EJ considerations in the “Process for Decision-Making” 
section, and c) mechanisms for raising and addressing partnership-related DEIJ issues.  

5. Biennially, incorporate changes related to the DEIJ Strategy annual action priorities throughout both 
the Diversity Outcome Management Strategy and the DWG Outcome Logic Table and Workplan. 

6. In addition to diversity and environmental justice, the partnership should consider addressing equity 
and inclusion in future Chesapeake Bay Watershed agreements or other policy directives. 

 

It was a major success to have the 2014 Chesapeake Bay Watershed Agreement clearly articulate a 
diversity outcome and state as a goal incorporating an EJ principle. Future policy and management 
decisions should continue to expand these intentions to pursue diversity, inclusion, equity and EJ.   
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2. Advance DEIJ Internally 

To advance DEIJ internally:  

1. Increase diversity and inclusion for staff, appointees, and volunteer bodies: 
a. Document and biennially evaluate efforts to promote DEIJ in hiring, promotion and tenure 

policies.20 
b. Re-structure hiring and promotion committees as needed to include people of color and 

other underrepresented groups. 
c. Document and biennially evaluate efforts to increase representation of people of color and 

other underrepresented groups (including recommendations from “d” below) across 
management, CBP staff, intern positions, Management Board, Advisory Committees, Goal 
Implementation Teams and Workgroups. This includes efforts at outreach, recruitment, 
professional development, and retention. 

d. Ask people of color and other underrepresented groups (in a supportive setting) what is 
working well for them in the current work environment at CBP and what additional resources 
or supports are needed to increase equity and inclusion in the workplace, provide relevant 
professional development, and increase promotion and retention rates.  

e. Track number, percent, retention and advancement of people of color and other 
underrepresented groups across management, CBP staff, intern positions, Management 
Board, Advisory Committees, Goal Implementation Teams and Workgroups over time. 

2. Build a common understanding of and expanded capacity for DEIJ: 
a. Prominently advertise, incentivize and recruit for the 2019-2020 trainings. Ensure 

participation from staff and management board. 

b. Use the 2019-2020 trainings to build a common understanding of the meaning of diversity, 
equity and inclusion and connect these topics to CBP’s mission. Discussion during these 
trainings may inform development of the DEIJ statement recommended above. 

c. Develop and prioritize a list of additional trainings CBP can provide annually. (In the near-
term, ask 2019-2020 training participants to evaluate the training(s) they attend and provide 
feedback on what additional training could be valuable for them and for their colleagues.) 

d. Include discussion time regarding the newly adopted DEIJ statement and the changes to the 
Governance and Management Framework into the agendas of each group identified in the 
Governance and Management Framework document. 

e. Provide or set aside specific funding to send management board and staff members to DEIJ-
related conferences and events so that they can start building a professional network focused 
on advancing DEIJ in watershed restoration work. 

3. Institutionalize efforts to advance DEIJ internally: 
a. Develop and broadly disseminate the tools CBP identifies and/or develops on DEIJ, racial 

equity and EJ issues. 

b. Seek additional funding for implementing the annual action priorities of the DEIJ Strategy. 

c. Document and biennially evaluate efforts to raise and address DEIJ and EJ issues by each 
group in the Governance and Management Framework. 

 
20 The federal hiring process includes some constraints that may make this goal difficult to achieve; therefore, close 
monitoring and yearly adjustments to amplify the strategies that are working is recommended 
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d. Include an emphasis on DEIJ in all staff onboarding materials so that new staff know that DEIJ 
is a priority for CBP. 

e. Incorporate DEIJ measures into staff performance goals. This could include developing and 
adding DEIJ measures to performance goals for senior and mid-level managers as well as a 
self-evaluation of DEIJ efforts into staff performance evaluations.  

 

Building momentum to implement these actions may be a significant cultural shift for an organization 
where decision-making has historically been focused on environmental metrics; therefore, close 
monitoring and yearly adjustments to amplify the DEIJ strategies that are working is recommended. 

3. Advance DEIJ through Mission-Related Work 

To advance DEIJ through watershed restoration work: 

1. Clarify the distinction between (1) organizations that are run by and primarily serve communities of 
color and other underrepresented communities and (2) other organizations that engage these 
communities:  

a. Clarify language in DEIJ authorizing and governing documents, grant-making guidance and 
related implementation and maintenance actions (for example, accounting for the 
maintenance needs of restoration projects, and how these may differ in under-represented 
communities) to reflect a priority on developing long-term relationships with organizations 
run by and primarily serving communities of color and other underrepresented communities 
(in addition to and distinct from organizations that engage communities of color and other 
underrepresented communities but are not led by representatives of those communities). 

b. Ensure that tracking efforts – especially those tracking funding allocation - maintain the 
distinction between organizations run by and primarily serving communities of color and 
other underrepresented communities versus community-based organizations that are not led 
by the community they serve or engage.  

 

There is value in supporting both types of community-based groups; however, if the distinction is not 
made in goals and data tracking, resources usually gravitate towards organizations that are not led by the 
community they serve or engage due to the fact that organizations founded and led by people of color 
and other underrepresented groups have historically been under-resourced and had challenges breaking 
into mainstream, predominately white environmental funding streams. 

 

2. Build relationships with communities of color, low income communities and other underrepresented 
groups, and incorporate these leaders into decision-making and implementation: 

a. Participate in EJ-led gatherings, such as ongoing engagement in the University of Maryland 
School of Public Health DMV EJ conference (consider becoming a sponsor) to build CBP’s 
professional network and bring discussion about implementation of the Chesapeake Bay 
Watershed Agreement directly into EJ-led spaces. 

b. Develop a better understanding of environmental justice communities and organizations in 
the Chesapeake Bay watershed. This could include conducting stakeholder mapping 
exercise(s) to become familiar with what organizations are doing environmental justice work 
and related social justice work in the watershed. This could also include mapping exercises to 
identify communities of color and low income communities relative to CBP investments.  
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c. Explore the options and determine a process for starting a Community Advisory Board (or 
similar entity) – composed of compensated environmental justice leaders and 
representatives from organizations led by people of color and other underrepresented  
groups – that could serve as (1) a sounding board and resource for development and 
implementation of the Chesapeake Bay Watershed Agreement, including GIT workplans and 
grant-making, and (2) a feeder pool for identifying and developing leaders from communities 
of color, low income communities and other underrepresented groups to serve as 
representatives on groups throughout the Governance and Management Framework.  

d. Lift up the work of organizations doing environmental justice and related social justice work 
in the Chesapeake Bay watershed. This could take the form of an “innovation conference,” 
case studies, webinars or other ways of getting the word out.  

3. Advance diversity, equity and inclusion through GIT workplan development and implementation.  

a. Identify specific decision-points and other milestones within the GIT workplans and other 
governance and management processes supporting the development and implementation of 
the Chesapeake Bay Watershed Agreement, where communities of color, low income 
communities and other underrepresented groups can influence the development and 
implementation of the Chesapeake Bay Watershed Agreement. 

b. Review each GIT workplan and ensure inclusion of considerations for equitable distribution of 
benefits and improvements and considerations for reduction of disproportionate adverse 
environmental impacts in communities of color, low income communities and other 
underrepresented groups. 

c. Ensure implementation partnerships include (1) organizations that are run by and primarily 
serve communities of color and other underrepresented communities and (2) other 
organizations that engage these communities. In the near-term, place an emphasis on 
increasing the former, as the groups are currently underrepresented in CBP’s partnerships. 

4. Advance diversity, equity and inclusion through grantmaking: 

a. Annually, review the U.S. EPA CBP Office Grant and Cooperative Agreement Guidance to 
include DEIJ and EJ considerations/language. 

b. Include DEIJ and EJ criteria in grant targets and evaluation managed directly by CBP. 

c. Develop grantmaking guidelines that promote non-discriminatory policies among applicant 
organizations, incentivize applicants to increase DEIJ in their organizational practices, 
encourage restoration investments that align with community-identified needs and benefits, 
and encourage capacity building investments in organizations that are run by and primarily 
serve communities of color and other underrepresented communities. 

d. Begin increasing and tracking representation of people of color and other underrepresented 
groups on grant review committees.  

e. Host or participate in a gathering of funders to share lessons learned and build CBP’s 
professional network for advancing DEIJ and EJ through grantmaking. 

5. Review and strengthen diversity, equity and inclusion in watershed restoration outreach, materials, 
activities and events:  

a. Implement existing DWG strategies and actions (as stated in the DWG Management Strategy 
and workplan) that promote partnerships with organizations that engage people of color, low 
income communities or other underrepresented groups (e.g., management approaches 1.3, 
1.4, 4.2 and 4.3) and track outcomes and lessons learned. 



 

 

Diversity, Equity, Inclusion and Justice Strategy for the Chesapeake Bay Program           25 

 

b. Expand DWG strategies and actions that promote partnerships with organizations that are 
run by and primarily serve communities of color and other underrepresented communities. 

c. Develop an evaluation template for GITs to use during the next workplan update cycle to (1) 
explicitly consider the equitable distribution of benefits and improvements and (2) to 
explicitly consider the reduction of disproportionate adverse environmental impacts. 

d. Conduct a review of communications materials to identify potential areas for improvement, 
and develop straightforward, accessible DEIJ communications guidance to ensure future 
communications materials feel welcoming and are accessible to all. 

e. Develop and distribute straightforward, accessible guidance on distribution of 
communication materials. This may include developing a living database of distribution 
avenues that reach people of color, low income communities and other underrepresented 
groups. It may also include researching how to better target and grow effectiveness of 
communications with populations who are untapped or under-tapped but have high levels of 
support for environmental restoration. 

f. Develop straightforward, accessible guidance on promoting DEIJ in contracting and 
consulting. 

g. Review these preliminary recommendations with communities of color, low income 
communities and other underrepresented groups to ensure that the recommendations are 
well-informed prior to implementation. 

4. Advance DEIJ Performance of Partners 

To advance DEIJ performance of partners: 

1. Increase access to DEIJ training and capacity building. Prominently advertise, incentivize and recruit 
for the 2019-2020 trainings and distribute tools developed under this grant to CBP Partners. Request 
feedback on the training and tools and additional trainings and tools could be valuable for them and 
for their colleagues. Encourage partner organizations to offer DEIJ trainings to their board, staff and 
volunteers. 

2. Share the CBP’s DEIJ statement or policy with CPB partners once it is developed. Consider offering a 
webinar or pursuing other opportunities for discussion and dissemination of both the CBP DEIJ 
statement and the lessons learned in developing and adopting the statement. (For example, the 
annual Chesapeake Bay Watershed Forum may be a good venue to share the CBP DEIJ statement and 
goals with a broader watershed-wide audience, as well as the annual Choose Clean Water Coalition 
conference and environmental justice conferences such as the University of Maryland’s Environmental 
Justice Symposium.) 

3. Build off the dissemination of the DEIJ statement by offering a follow up webinar for CBP Partners that 
takes a deeper dive into DEIJ plans, tracking and assessment. 

4. Develop and distribute straightforward, accessible guidance on including DEIJ and EJ criteria in grant 
targets and evaluation to CBP Partners. 

5. Develop and share the DEIJ communication and distribution guidance broadly among CBP Partners. 

6. Develop tracking and reporting guidance to share broadly among CBP Partners. Where feasible, point 
CBP Partners to tools that are already established in the field. Develop an biennial report to capture 
CBP Partner tracking outcomes to help build momentum and accountability across the partnership – 
this report could start by tracking diversity of board, management and staff, and then add additional 
measures as CBP roles out best practices, tools and resources to its partners.
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Chapter 4: DEIJ Strategy Action Plans 

The action plans for implementing the DEIJ Strategy follow the structure of the four main focus areas 
identified in Chapter 3. Each action plan includes discussion of the task, lead and support roles21, and 
expected timeframe. The plans also include descriptions of potential tools and resources needed. While 
the action plans address all of the recommendations from the DEIJ Strategy, some priority focus areas 
where CBP can make the biggest difference in advancing DEIJ and EJ have been identified in the 
Timeframe column of the action plans to help guide near-term implementation efforts. The action plan 
charts are intended to be living documents and these priority focus areas should be updated on a biennial 
basis to build momentum for implementation. 

The following principles can help guide successful implementation: 

• Restoration happens from the inside out – Put in place the organizational infrastructure and 
foster the cultural shifts needed to support successful implementation over the long-term. 

• Accountability is key to success - Include a review, reporting and update cycle in the action plan 
document. While individual staff or board members may be responsible for specific pieces of the 
DEIJ Action Plan, the Diversity Workgroup can retain a central role in the review, reporting and 
update cycle for this document, reviewing outcomes on an annual or biennial basis (depending 
on the outcome) and refining the action plan based on feedback and lessons learned. 

• Measure both implementation actions and their impacts –The action plans identify specific 
measures to examine impacts through quantifiable change, but some actions make take time to 
achieve a quantifiable change. Therefore, documenting and evaluating the implementation 
actions for each action can also provide valuable information. This process could include 
answering the following questions: “Have implementation actions have been taken? What’s 
working and what isn’t? What else is needed?” Answering these questions can lead to insights 
and real-time learning that helps CBP to refine action items and arrive at quantifiable change 
more quickly. 

 

 

 

 
21 The lead and support roles in the action plans were determined by the chair, coordinator, and staffer of the 
Diversity Workgroup based on their knowledge of the different players of the CBP and the strengths and roles each 
player can provide in the implementation of the actions. It is possible that these roles will change with further 
information and discussion with such players as the actions are implemented. 
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1. Strengthening CBP’s authorizing environment for DEIJ 

Action Timeframe22 
(* indicates 2020-
2021 priorities) 

Measures of 
Success 

Roles Potential Resources 
and Tools 

1.1. Adopt a clear and succinct DEIJ 
statement that fully captures 
definitions for DEIJ and EJ and how 
each of these topics relates to and 
advances the mission of CBP. 

* Phase 1: Develop 
and adopt a 
statement. 

Ongoing: Review 
the statement 
annually and update 
based on lessons 
learned. 

Has a DEIJ 
Statement been 
adopted? 

Lead: Management 
Board  

Supports: Consultant, 
Diversity Workgroup, 
GIT6 (Enhance 
Partnering, 
Leadership, and 
Management GIT), 
Stewardship GIT, 
Communications Team 

Use consultant 
support to help draft 
this statement. 

1.2. Update the Management 
Strategies, as needed, to explicitly 
articulate the roles of diversity, 
equity, inclusion and environmental 
justice in achieving CBP’s mission 
and guiding implementation of the 
agreement. 

* Phase 1: Following 
the adoption of the 
DEIJ Statement, use 
the SRS process to 
incorporate this 
language into the 
Management 
Strategies. 

Ongoing: Continue 
incorporating this 
language as 
different cohorts 
enter the SRS 
process; incorporate 
future changes as 
needed when the 
statement is 
updated. 

Has the 
Management 
Strategy been 
updated? 

Lead: All GITs and 
workgroups that 
oversee Chesapeake 
Bay Watershed 
Agreement outcomes 

Supports: Diversity 
Workgroup, GIT6, SRS 
Team 

See DEIJ Statement 
developed in 1.1 and 
move language over 
into the 
Management 
Strategy as 
appropriate. 

1.3. Clarify language in authorizing 
documents to reflect a priority on 
developing long-term relationships 
with organizations run by and 
primarily serving communities of 
color and other underrepresented 
communities (in addition to, and 
distinct from organizations that 
engage communities of color and 
other underrepresented 
communities but are not led by 
representatives of these 
communities.) 

* Phase 1: 
Incorporate this 
language following 
adoption of the DEIJ 
Statement (based 
on the various 
document cycles 
that exist within 
CBP). 

Ongoing: 
Incorporate future 
changes as needed 
when the statement 
is updated. 

Have authorizing 
framework 
documents been 
updated? 

Lead: Management 
Board, GIT6 

Supports: Diversity 
Workgroup, 
Stewardship GIT 

See DEIJ Statement 
developed in 1.2 and 
move language over 
into the 
Management 
Strategy as 
appropriate. 

 
22 Phase 1 indicates the activities which should take place initially when implementing the action. 
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1.4. Update the Governance and 
Management Framework for the 
Chesapeake Bay Partnership to 
include a) explicit diversity goals for 
each group  in their “Leadership 
and Membership” sections, b) 
language describing the role and 
impact of DEIJ and EJ considerations 
in the “Process for Decision-
Making” section, and c) 
mechanisms for raising and 
addressing DEIJ issues. 

* Phase 1: Develop 
and incorporate this 
language. 

Ongoing: Review 
the language 
annually and update 
as needed based on 
lessons learned. 

Has the 
Governance and 
Management 
Framework been 
updated? 

Lead: Management 
Board, GIT6 

Supports: Diversity 
Workgroup, 
Stewardship GIT 

Use consultant 
support to help draft 
the language 
describing the role 
and impact of DEIJ 
and EJ 
considerations in the 
“Process for 
Decision-Making” 
section. 

1.5. Biennially, incorporate changes 
related to the DEIJ Strategy annual 
action priorities throughout both 
the Diversity Outcome 
Management Strategy and the 
DWG Outcome Logic Table and 
Workplan. 

* Ongoing: Identify 
and incorporate 
changes needed to 
these documents 
based on the annual 
action priorities. 

Have top priority 
changes for this 
year been 
incorporated in 
these documents? 

Lead: Diversity 
Workgroup 

Supports: 

DEIJ Strategy – 
biennial action 
priorities. 

1.6. In addition to diversity and 
environmental justice, the 
partnership should consider 
addressing equity and inclusion in 
future Chesapeake Bay Watershed 
agreements or other policy 
directives. 

Ongoing: Consider 
including this 
language in any 
future iterations of 
the Chesapeake Bay 
Watershed 
Agreement or other 
policy directives.  

Do future policy 
directives 
incorporate equity 
and inclusion as in 
addition to 
diversity and 
environmental 
justice? 

Lead: Chesapeake 
Executive Council, PSC, 
Management Board 

Supports: Diversity 
Workgroup, 
Stewardship GIT, 
Communications Team 

See DEIJ Statement 
developed in 1.2 and 
propose and adopt 
similar language 
about equity and 
inclusion. 
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2. Advancing DEIJ Internally 

2.1 Increase diversity and inclusion for staff, appointees, and volunteer bodies: 

Action Timeframe 
(* indicates 2020-2021 
priorities) 

Measures of 
Success 

Roles Potential Resources and 
Tools 

2.1.a. a. Document and 
biennially evaluate efforts to 
promote DEIJ in hiring, 
promotion and tenure 
policies. 

Phase 1: Develop best 
practices scan and 
prioritize strategies. 

Ongoing: Annual 
reporting and 
evaluation. Remain in 
conversation with the 
lead for 2.1.e about 
what implementation 
efforts are improving 
representation and 
what else is needed. 

What changes have 
been made to 
policy?  

What are the results 
(see outcome 
measures for 2.1.f)? 

Lead: Signatories and 
partnership 
organizations 
(including 
organizations that 
staff CBPO) 

Supports: Diversity 
Workgroup 

Develop a scan of best 
practices for federal 
and state partners. See 
especially, Leaking 
Talent: How People of 
Color are Pushed Out of 
Environmental 
Organizations (Johnson, 
2019). 

2.1.b. Re-structure hiring and 
promotion committees as 
needed to include people of 
color and other 
underrepresented groups. 

Phase 1: Evaluate 
opportunities for 
restructuring and 
implement changes.  

Ongoing: Continue to 
track representation on 
hiring committees and 
course correct as 
needed.  

Increased 
representation on 
hiring and 
promotion 
committees over 
time. 

Lead: Signatories and 
partnership 
organizations 
(including 
organizations that 
staff CBPO) 

Supports: Diversity 
Workgroup  

-- 

2.1.c. Document and 
biennially evaluate efforts to 
increase representation of 
people of color and other 
underrepresented groups 
(including recommendations 
from “d” below) across 
management, CBP staff, 
intern positions, 
Management Board, Advisory 
Committees, Goal 
Implementation Teams and 
Workgroups. This includes 
efforts at outreach, 
recruitment, professional 
development and retention. 

Phase 1: Develop best 
practices scan and 
prioritize strategies. 
Coordinate with 2.1.d 
on a focus group or 
survey. 

Ongoing: Annual 
reporting and 
evaluation. Remain in 
conversation with the 
lead for 2.1.e about 
what implementation 
efforts are improving 
representation and 
what else is needed. 

Increased 
representation 
across groups over 
time. 

Lead: Diversity 
Workgroup 

Supports: 
Organizations that fill 
CBP staff and 
internship positions, 
Management Board, 
Advisory Committees, 
Goal Implementation 
Teams and 
Workgroups 
(particularly, staff 
and Chairs of these 
groups). 

Develop a scan of best 
practices for federal 
and state partners. 

Ask people in presently 
underrepresented 
groups what changes 
could be made (see 
2.1.d). 

https://www.diversegreen.org/leaking-talent/
https://www.diversegreen.org/leaking-talent/
https://www.diversegreen.org/leaking-talent/
https://www.diversegreen.org/leaking-talent/
https://www.diversegreen.org/leaking-talent/
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2.1.d. Ask people of color and 
other underrepresented 
groups (in a supportive 
setting) what is working well 
for them in the current work 
environment at CBP and what 
additional resources or 
supports are needed to 
increase equity and inclusion 
in the workplace, provide 
relevant professional 
development, and increase 
promotion and retention 
rates. 

* Phase 1: Conduct a 
focus group or 
distribute a survey. 
Prioritize 
recommendations for 
implementation.  

Phase 2: Implement 
recommendations.  

Ongoing: Track 
feedback over time 
about staff sense of 
belonging and 
additional 
recommendations. 

Has sense of 
belonging increased 
among people of 
color and other 
underrepresented 
groups?  

What feedback do 
staff have on how 
well implementation 
of their 
recommendations is 
going? 

Lead: Consultant in 
Y1 (and possibly 
future years as well) 

Supports: Diversity 
Workgroup 

Use consultant support 
to develop a template 
set of questions that 
could be used in a focus 
group conversation or a 
survey.  

Coordinate with the 
Office of Water SEPAC 
to review the Office of 
Water Diversity 
Dashboard for data, 
and identify suggested 
approaches and tools 
that may be helpful in 
the areas of promotion 
and retention. 

2.1.e. Track number, percent, 
retention and advancement 
of people of color and other 
underrepresented groups 
across management, CBP 
staff, intern positions, 
Management Board, Advisory 
Committees, Goal 
Implementation Teams and 
Workgroups over time. 

Phase 1: Identify what 
measures are currently 
being tracked.  
Year 2: Establish a 
tracking tool and 
process for tracking 
with each group. Begin 
tracking. 
Ongoing: Continue 
tracking. Remain in 
conversation with the 
lead for 2.1.a about 
what implementation 
efforts are improving 
representation and 
what else is needed. 

Increased 
representation over 
time across each 
group?  

Are representation 
goals being met? 

Lead: Diversity 
Workgroup 

Supports: 
Organizations that fill 
CBP staff and 
internship positions, 
Management Board, 
Advisory Committees, 
Goal Implementation 
Teams and 
Workgroups 
(particularly, staff 
and Chairs of these 
groups). 

-- 
 

2.2 Build a common understanding and expanded capacity for DEIJ: 

Action Timeframe 
(* indicates 2020-2021 
priorities) 

Measures of Success Roles Potential Resources 
and Tools 

2.2.a. Prominently advertise, 
incentivize and recruit for the 
2019-2020 trainings. Ensure 
participation from staff and 
management board. 

* Phase 1: Conduct Fall 
2019-Winter 2020 
trainings. 

Were attendance 
goals met for each 
training? 

Lead: Consultant, 
Diversity Workgroup, 
GIT 6 

Supports: Leadership 

Use consultant 
support to design 
and implement 
these trainings. 

2.2.b. Use the 2019-2020 
trainings to build a common 
understanding of the meaning 
of diversity, equity and 
inclusion and connect these 
topics to CBP’s mission. 
Discussion during these 
trainings may inform 
development of the DEIJ 
statement recommended 
above. 

* Phase 1: Collect insights 
during Fall 2019-Winter 
2020 trainings. 

Were insights from 
the trainings 
considered in the 
development of the 
DEIJ Statement? 

Lead: Consultant 

Supports: Diversity 
Workgroup 

Use consultant 
support to use 
insights from these 
trainings to inform 
the development of 
the DEIJ Statement. 
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2.2.c. Develop and prioritize a 
list of additional trainings CBP 
can provide annually. 

* Phase 1: Gather 
feedback during Fall 
2019-Winter 2020 
trainings and develop a 
list of potential future 
trainings. 
Ongoing: Prioritize 
trainings to offer 
annually, and continue 
updating list with 
additional training needs. 

Does CBP have a list 
of prioritized 
trainings to provide 
in future years? 

Lead: Diversity 
Workgroup 

Supports: Consultant, 
Other Goal 
Implementation 
Teams and 
workgroups 

 

Use consultant 
support to gather 
feedback from 
participants and 
develop a list of 
additional trainings 
CBP could provide. 

2.2.d. Include discussion time 
regarding the newly adopted 
DEIJ statement and the 
changes to the Governance 
and Management Framework 
into the agendas of each group 
identified in the Governance 
and Management Framework 
document. 

Phase 1: Discuss these 
changes. 

Ongoing: Discuss lessons 
learned, and identify any 
additional recommended 
changes (either to the 
language of these 
documents or to the 
operations of the group) 
based on these learnings. 

Has each group 
discussed these 
changes to the CBP 
authorizing 
framework and how 
the changes will 
impact their work 
going forward? 

Lead: Goal 
Implementation 
Teams and 
Workgroups 
(particularly, staff 
and Chairs of these 
groups). 

Supports: Diversity 
Workgroup 

-- 

2.2.e. Provide or set aside 
specific funding to send 
management board and staff 
members to DEIJ-related 
conferences and events so that 
they can start building a 
professional network focused 
on advancing DEIJ in 
watershed restoration work. 

* Ongoing: Identify 
funding goals and 
advocate for their 
inclusion in the upcoming 
FY budget. Continue 
expanding the reference 
list. 

What events have 
been attended, and 
by which groups? 

Lead: Management 
Board and other 
leadership 

Supports:  

Develop a living 
reference list of 
DEIJ-related 
conferences and 
events for 
management board 
and staff to select 
from. 

2.3 Institutionalize efforts to advance DEIJ internally: 

Action Timeframe 
(* indicates 2020-
2021 priorities) 

Measures of Success Roles Potential 
Resources and 
Tools 

2.3.a. Develop and broadly 
disseminate the tools CBP 
identifies and/or develops on 
DEIJ, racial equity and EJ issues. 

* Ongoing: Build the 
reference list (see 
Chapter 5 of this 
document), and 
disseminate the 
tools within CBP. 

Have the tools 
developed in the past 
year been 
disseminated within 
CBP? 

Are they being used? 

Lead:  Diversity 
Workgroup 

Supports: CBP Web 
Team, Communications 
Team, Organizations in 
the CBP Partnership, 
Goal Implementation 
Teams and Workgroups 

Build a reference 
list of all tools and 
resources. 

2.3.b. Seek additional funding 
for implementing the annual 
action priorities of the DEIJ 
Strategy. 

* Ongoing: Identify 
funding goals and 
advocate for their 
inclusion in the 
upcoming FY budget. 
Continue expanding 
the reference list. 

Have funding goals 
been identified? 

Has funding been 
allocated? 

Lead: Signatories and 
partnership organizations 
(including organizations 
that staff CBPO), 
Management Board 

 

Annual priorities in 
the DEIJ Strategy. 
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2.3.c. Document and biennially 
evaluate efforts to raise and 
address DEIJ and EJ issues by 
each group in the Governance 
and Management Framework. 

Phase 1: Develop a 
tracking tool and 
begin using it to 
evaluate and provide 
feedback on efforts 
to raise and address 
DEIJ and EJ issues. 

Ongoing: Continue 
using and refining 
tracking tool. 

Have efforts been 
documented and 
evaluated?  

Have 
recommendations 
been delivered back 
to the relevant 
groups? 

Lead: Diversity 
Workgroup 

Supports: Goal 
Implementation Teams 
and Workgroups, 
Management Board 

Develop a tracking 
tool to help with 
documentation 
and evaluation. 

2.3.d. Include an emphasis on 
DEIJ in all staff onboarding 
materials so that new staff 
know that DEIJ is a priority for 
CBP. 

Phase 1: Explore, 
develop and test 
options for DEIJ 
onboarding 
materials and/or 
activities. 

Ongoing: Continue 
using and refining 
the DEIJ onboarding 
materials. 

Have DEIJ onboarding 
materials been 
developed and 
implemented? 

Have refinements 
been implemented 
from one year to the 
next? 

Lead: Organizations that 
staff CBPO 

 

Supports: Diversity 
Workgroup 

Develop DEIJ 
onboarding 
materials and/or 
activities. 

2.3.e. Incorporate DEIJ 
measures into staff 
performance goals. This could 
include developing and adding 
DEIJ measures to performance 
goals for senior and mid-level 
managers as well as a self-
evaluation of DEIJ efforts into 
staff performance evaluations. 

Phase 1: Develop 
DEIJ measures and 
self-evaluation 
questions (some may 
be broadly 
applicable, and some 
may apply to specific 
roles). 

Ongoing: Continue 
using and refining 
self-evaluation tool 

Have efforts been 
documented and 
evaluated?  

Have 
recommendations 
been implemented 
from one year to the 
next? 

 

Lead: Signatories and 
partnership organizations 
(including organizations 
that staff CBPO) 

Supports: Diversity 
Workgroup 

Develop DEIJ 
measures and self-
evaluation 
questions. 
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3. Advancing DEIJ through Watershed Restoration Work 

3.1 Clarify the distinction between (1) organizations that are run by and primarily serve communities of color 
and other underrepresented communities and (2) other organizations that engage these communities: 

Action Timeframe 
(* indicates 2020-
2021 priorities) 

Measures of Success Roles Potential 
Resources and 
Tools 

3.1.a. Clarify language in DEIJ authorizing 
and governing documents, grant-making 
guidance and related implementation 
and maintenance actions (for example, 
accounting for the maintenance needs 
of restoration projects, and how these 
may differ in under-represented 
communities) to reflect a priority on 
developing long-term relationships with 
organizations run by and primarily 
serving communities of color and other 
underrepresented communities (in 
addition to and distinct from 
organizations that engage communities 
of color and other underrepresented 
communities but are not led by 
representatives of those communities). 

* Phase 1: Develop 
the recommended 
resources and tools, 
and implement 
updates to 
documents and 
guidance. 

Ongoing: Evaluate 
language annually 
for any changes 
needed based on 
lessons learned. 

Have changes been 
made to DEIJ planning 
documents, grant-
making guidance and 
related implementation 
actions? 

Lead: CBP Grants 
Team, Grant-
Making 
organizations in 
the partnership 

Supports: 
Diversity 
Workgroup 

Develop a list of 
documents and 
guidance where 
this language 
should be 
updated. 

Develop 
suggested 
template 
language, which 
can be tailored to 
each document 
(may reference 
the DEIJ 
Statement). 

3.1.b. Ensure that tracking efforts – 
especially those tracking funding 
allocation - maintain the distinction 
between organizations run by and 
primarily serving communities of color 
and other underrepresented 
communities versus community-based 
organizations that are not led by the 
community they serve or engage.  

* Phase 1: Develop 
tracking distinctions. 

Ongoing: Continue 
tracking, and 
evaluate changes 
over time in 
relationships and 
funding allocation to 
both groups. 

Are these groups being 
tracked separately? 

Are relationships  
increasing, and is 
funding becoming 
more oriented towards 
organizations run by 
and primarily serving 
communities of color? 

Lead: Diversity 
Workgroup 

Supports: CBP 
Grants Team, 
Grant-Making 
organizations in 
the partnership 

-- 

3.2 Build relationships with communities of color, low income communities and other underrepresented 
groups, and incorporate these leaders into decision-making and implementation: 

Action Timeframe 
(* indicates 2020-2021 
priorities) 

Measures of 
Success 

Roles Potential Resources and 
Tools 

3.2.a. Participate in EJ-led 
gatherings, such as ongoing 
engagement in the University of 
Maryland School of Public Health 
DMV EJ conference (consider 
becoming a sponsor) to build 
CBP’s professional network and 
bring discussion about 
implementation of the 
Chesapeake Bay Watershed 
Agreement directly into EJ-led 
spaces. 

Phase 1: Present the 
tracker from 3.3.a at 
the DMV EJ conference 
and ask for feedback on 
the tracker. Also ask 
participants what other 
gatherings CBP should 
be attending. 

Ongoing: Continue 
attending the DMV EJ 
conference, and expand 
CBP attendance to 
other EJ-led gatherings. 

What relation-
ships have been 
built or 
strengthened 
this year? 

What venues 
were effective 
for advancing 
these 
relationships? 

Lead: Goal 
Implementation 
Teams and 
Workgroups, CBP 
Leadership, 
partnership 
organizations 

Supports: Diversity 
Workgroup 

See tracker in 3.3.a. 
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3.2.b. Develop a better 
understanding of environmental 
justice communities and 
organizations in the Chesapeake 
Bay watershed. This could 
include conducting stakeholder 
mapping exercise(s) to become 
familiar with what organizations 
are doing environmental justice 
work and related social justice 
work in the watershed. This 
could also include mapping 
exercises to identify communities 
of color and low income 
communities relative to CBP 
investments.  

* Phase 1: Conduct 
research to produce a 
better understanding of 
the EJ communities and 
organizations in the CB 
watershed. 

Ongoing: Update this 
research periodically. 

What new 
organizations 
and communities 
have been 
identified?  

Has CBP found 
ways to build 
relationships 
with these 
entities? 

Lead: Diversity 
Workgroup 

Supports: CBP GIS 
Team 

Capture learnings from 
this task in related 
trackers (e.g., see 3.4.e). 

3.2.c. Explore the options and 
determine a process for starting 
a Community Advisory Board (or 
similar entity) – composed of 
compensated environmental 
justice leaders and 
representatives from 
organizations led by people of 
color and other 
underrepresented  groups – that 
could serve as (1) a sounding 
board and resource for 
development and 
implementation of the 
Chesapeake Bay Watershed 
Agreement, including GIT 
workplans and grant-making, and 
(2) a feeder pool for identifying 
and developing leaders from 
communities of color, low 
income communities and other 
underrepresented groups to 
serve as representatives on 
groups throughout the 
Governance and Management 
Framework. 

* Phase 1: Using lessons 
learned from action 
3.2.a and 3.2.b, 
evaluate options for a 
Community Advisory 
Board or other related 
approach and make a 
recommendation for 
implementation. 

Ongoing: Pursue the 
funding and 
implementation of the 
recommendation that 
emerges from year 1. 

 

Has a 
Community 
Advisory Board 
or other 
mechanism been 
instituted? 

Lead: Diversity 
Workgroup to 
explore this 
possibility 

Lessons learned from 
actions 3.2.a and 3.2.b.  

Evaluate different models 
and best practices for 
bringing these leaders 
into decision-making and 
develop a set of concrete 
recommendations about 
how to approach this 
effectively within the 
structure of CBP. 

3.2.d. Lift up the work of 
organizations doing 
environmental justice and 
related social justice work in the 
Chesapeake Bay watershed. This 
could take the form of an 
“innovation conference,” case 
studies, webinars or other ways 
of getting the word out. 

Ongoing: Evaluate what 
ways these leaders and 
their work can be lifted 
up on an annual basis. 

Has CBP lifted up 
the work of 
these 
organizations? 

Are new 
investments in 
these leaders or 
new 
partnerships 
taking place as a 
result? 

Lead: Diversity 
Workgroup 

Supports: 
Partnership 
organizations, 
Stewardship Goal 
Implementation 
Team 

-- 
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3.3 Advance diversity, equity and inclusion through GIT workplan development and implementation: 

Action Timeframe 
(* indicates 2020-
2021 priorities) 

Measures of 
Success 

Roles Potential Resources and 
Tools 

3.3.a. Identify specific decision-
points and other milestones within 
the GIT workplans and other 
governance and management 
processes supporting the 
development and implementation 
of the Chesapeake Bay Watershed 
Agreement, where communities of 
color, low income communities 
and other underrepresented 
groups can influence the 
development and implementation 
of the Chesapeake Bay Watershed 
Agreement. 

* Phase 1: 
Develop the 
tracking tool. 

Ongoing: 
Continue to use 
and refine the 
tracking tool. 

What specific 
decision-points have 
been identified? 

How feedback can 
be gathered and 
incorporated for 
each decision-
point? 

Lead: GIT 6, SRS 
Team 

Supports: Diversity 
Workgroup, Goal 
Implementation 
Teams and 
workgroups 

Develop a tracking tool that 
catalogues relevant 
decision-points and how 
feedback is gathered and 
incorporated for each 
decision-point. The tracking 
tool should indicate 
whether CBP is aiming to 
improve DEIJ during the 
feedback-gathering phase, 
decision-making phase or 
both for all decision-points. 

3.3.b. Review each GIT workplan 
and ensure inclusion of 
considerations for equitable 
distribution of benefits and 
improvements and considerations 
for reduction of disproportionate 
adverse environmental impacts in 
communities of color, low income 
communities and other 
underrepresented groups. 

Phase 1: Develop 
a template for 
incorporating 
these 
considerations 
into GIT 
workplans. 

Ongoing: 
Document 
changes in 
outcomes. 

Do GIT workplans 
include these 
considerations? 

Have benefits and 
improvements been 
distributed 
equitably? 

Have 
disproportionate 
impacts been 
reduced? 

Lead: Goal 
Implementation 
Teams and 
Workgroups 

Supports: Diversity 
Workgroup, SRS 
Team 

Develop a template for 
incorporating these 
considerations into GIT 
workplans. 

3.3.c. Ensure implementation 
partnerships include (1) 
organizations that are run by and 
primarily serve communities of 
color and other underrepresented 
communities and (2) other 
organizations that engage these 
communities. In the near-term, 
place an emphasis on increasing 
the former, as the groups are 
currently underrepresented in 
CBP’s partnerships. 

Ongoing: 
Document types 
of partnerships 
for implementing 
GIT workplans. 

Have partnerships 
with organizations 
run by and primarily 
serving 
communities of 
color increased? 

Lead: GIT 6, Goal 
Implementation 
Teams and 
workgroups 

Supports: Diversity 
Workgroup 

-- 
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3.4 Advance diversity, equity and inclusion through grantmaking: 

Action Timeframe 
(* indicates 2020-2021 
priorities) 

Measures of 
Success 

Roles Potential Resources and 
Tools 

3.4.a. Annually, review the U.S. 
EPA CBP Office Grant and 
Cooperative Agreement 
Guidance to include DEIJ and EJ 
considerations/language. 

Ongoing: Implement 
these criteria, and 
continue to refine based 
on lessons learned from 
grantee feedback and 
tracking results. 

Has the guidance 
been updated? 

Lead: CBP 
Grants Team 

Supports: 
Diversity 
Workgroup 

Explore partnering with the 
Chesapeake Bay Funders 
Network, Chesapeake Bay 
Trust, and Region 3 and HQ 
grants offices. 

See criteria proposed in 
Chapter 5 of DEIJJ in Action: 
A Diversity, Equity, Inclusion 
and Justice Guide for the 
Chesapeake Bay Watershed. 

3.4.b. Include DEIJ and EJ 
criteria in grant targets and 
evaluation managed directly by 
CBP. 

* Phase 1: Develop 
proposed criteria and 
gather feedback from EJ 
leaders during the DMV 
EJ conference or through 
another venue. 

Ongoing: Implement 
these criteria, and 
continue to refine based 
on lessons learned from 
grantee feedback and 
tracking results. 

Have DEIJ and EJ 
criteria been 
incorporated? 

Have these 
criteria been 
vetted with EJ 
leaders? 

Lead: CBP 
Grants Team, 
GIT Funding 
Team, Grant-
making 
organizations in 
the partnership 

Supports: 
Diversity 
Workgroup 

Explore partnering with the 
Chesapeake Bay Funders 
Network, Chesapeake Bay 
Trust, and Region 3 and HQ 
grants offices. 

See criteria proposed in 
Chapter 5 of DEIJ in Action: A 
Diversity, Equity, Inclusion 
and Justice Guide for the 
Chesapeake Bay Watershed.  

3.4.c. Develop grantmaking 
guidelines that promote non-
discriminatory policies among 
applicant organizations, 
incentivize applicants to 
increase DEIJ in their 
organizational practices, 
encourage restoration 
investments that align with 
community-identified needs 
and benefits and encourage 
capacity building investments in 
organizations that are run by 
and primarily serve 
communities of color and other 
underrepresented 
communities. 

* Phase 1: Develop 
proposed grantmaking 
guidelines and gather 
feedback from EJ leaders 
during the DMV EJ 
conference or through 
another venue. 

Ongoing: Implement 
these guidelines, and 
continue to refine based 
on lessons learned from 
grantee feedback and 
tracking results. 

Has CBP 
published these 
grantmaking 
guidelines for 
applicants? 

What changes 
have resulted in 
distribution of 
resources? 

Lead: CBP 
Grants Team, 
GIT Funding 
Team, Grant-
making 
organizations in 
the partnership 

Supports: 
Diversity 
Workgroup 

See resources and tools in 
3.4.a. 

3.4.d. Begin increasing and 
tracking representation of 
people of color and other 
underrepresented groups on 
grant review committees. 

Phase 1: Gather a 
baseline for 
representation on grant 
review committees, and 
set goals and strategies 
for increasing 
representation. 

Ongoing: Implement 
strategies and track 
outcomes. 

Is representation 
increasing on 
grant review 
committees? 

Lead: Grant-
making 
organizations in 
the partnership, 
CBP Grants 
Team  

Supports: 

Develop a tracking tool. 
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3.4.e. Host or participate in a 
gathering of funders to share 
lessons learned and build CBP’s 
professional network for 
advancing DEIJ and EJ through 
grantmaking. 

Ongoing: Host or 
participate in one such 
gathering annually. 

Is CBP 
participating in 
at least one 
gathering with 
funders about 
DEIJ and EJ 
annually? 

Lead: Grant-
making 
organizations in 
the partnership 

Supports: 
Diversity 
Workgroup 

Chesapeake Bay Funders 
Network, Chesapeake Bay 
Trust, and Region 3 and HQ 
grants offices 

3.5 Review and strengthen diversity, equity and inclusion in watershed restoration outreach, materials, 
activities, and events: 

Action Timeframe 
(* indicates 2020-2021 
priorities) 

Measures of Success Roles Potential Resources 
and Tools 

3.5.a. Implement existing DWG 
strategies and actions (as stated 
in the DWG Management 
Strategy and workplan) that 
promote partnerships with 
organizations that engage 
people of color, low income 
communities or other 
underrepresented groups (e.g., 
management approaches 1.3, 
1.4, 4.2 and 4.3) and track 
outcomes and lessons learned. 

Phase 1: Track 
outcomes and lessons 
learned from 
implementation of 
current DWG 
Management 
Approaches.  

Ongoing: Identify new 
approaches as needed 
and continue tracking. 

Are lessons learned 
being implemented? 

Lead: Diversity 
Workgroup 

Supports: 

Use the system for 
tracking outcomes 
and lessons learned 
from DWG 
Management 
Approaches. 

3.5.b. Expand DWG strategies 
and actions that promote 
partnerships with organizations 
that are run by and primarily 
serve communities of color and 
other underrepresented 
communities. 

* Phase 1: Add DWG 
Workplan Actions that 
emphasize partnerships 
with these organizations 
via the SRS process. 

Ongoing: Identify new 
actions as needed and 
continue tracking. 

Are these kinds of 
partnerships receiving 
equal or greater 
emphasis as the 
approaches in 3.4.a? 

Are lessons learned 
being implemented? 

Lead: Diversity 
Workgroup 

Supports: 

See resources and 
tools in 3.4.a. 

Develop and 
prioritize a list of 
organizations that 
meet these criteria, 
with whom CBP 
would like to develop 
initial partnerships. 

3.5.c. Develop an evaluation 
template for GITs to use during 
the next workplan update cycle 
to (1) explicitly consider the 
equitable distribution of 
benefits and improvements and 
(2) to explicitly consider the 
reduction of disproportionate 
adverse environmental impacts. 

Phase 1: Review GIT 
workplans, develop the 
guidance or template, 
and gather feedback 
from EJ leaders during 
the DMV EJ conference 
or through another 
venue. 

Ongoing: Implement 
guidance or template 
with GITs, and refine as 
needed. 

Is the guidance or 
template informed by 
input from 
communities of color, 
low income 
communities and 
other 
underrepresented 
groups? 

Have GITs evaluated 
and updated 
workplans to integrate 
DEIJ goals?  

Lead: Diversity 
Workgroup 

Supports: 
Facilitator or 
consultant; SRS 
Team 

Develop guidance or 
a template to 
evaluate the eight 
outcomes selected in 
2015. 



 

 

Diversity, Equity, Inclusion and Justice Strategy for the Chesapeake Bay Program             38 

 

3.5.d. Conduct a review of 
communications materials to 
identify potential areas for 
improvement, and develop 
straightforward, accessible DEIJ 
communications guidance to 
ensure future communications 
materials feel welcoming and 
are accessible to all. 

Phase 1: Review 
communications 
materials, develop 
recommendations, and 
gather feedback from EJ 
leaders during the DMV 
EJ conference or 
through another venue. 

Ongoing: Implement 
guidance, and refine as 
needed based on 
lessons learned. 

Is the communications 
guidance being used 
consistently? 

Lead: 
Communications 
Team, 
Communications 
Workgroup, Web 
Team 

Supports: Diversity 
Workgroup 

Review and develop 
guidance on best 
practices in DEIJ 
communications. 

3.5.e. Develop and distribute 
straightforward, accessible 
guidance on distribution of 
communication materials. This 
may include a living database of 
distribution avenues that reach 
people of color, low income 
communities and other 
underrepresented groups. It 
may also include researching 
how to better target and grow 
effectiveness of 
communications with 
populations who are untapped 
or under-tapped but have high 
levels of support for 
environmental restoration. 

Phase 1: Develop and 
implement the 
distribution guidance 
and a living database of 
distribution avenues. 

Ongoing: Refine as 
needed based on 
lessons learned. 

Is the distribution 
guidance being used 
consistently? 

Is the living database 
being updated 
regularly? 

Lead: 
Communications 
Team, 
Communications 
Workgroup. Web 
Team 

Supports: Diversity 
Workgroup 

Develop distribution 
guidance and a living 
database of relevant 
distribution avenues. 

3.5.f. Develop straightforward, 
accessible guidance on 
promoting DEIJ in contracting 
and consulting. 

Phase 1: Develop and 
implement guidance. 

Ongoing: Refine as 
needed based on 
lessons learned. 

Is CBP directing more 
resources towards 
minority-owned 
businesses? 

Lead: Diversity 
Workgroup 

Supports: 
Organizations in 
the Partnership; 
CBT Grants Team 

Review and develop 
guidance for 
promoting DEIJ in 
contracting and 
consulting. 

3.5.g. Review these preliminary 
recommendations with 
communities of color, low 
income communities and other 
underrepresented groups to 
ensure that the 
recommendations are well-
informed prior to 
implementation. 

Phase 1: Convene a 
group to inform 
approach for 
preliminary review and 
ongoing check ins. 

Ongoing: Convene for 
further review and 
refinements on an as 
needed basis. 

Do recommendations 
reflect guidance of 
communities of color, 
low income 
communities and 
other 
underrepresented 
groups? 

Lead: Diversity 
Workgroup 

Supports: 
Organizations in 
the Partnership; 
potential 
Community 
Advisory 
Committee 

-- 
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4. Advancing DEIJ Performance of CBP Partners 

Action Timeframe 
(* indicates 2020-
2021 priorities) 

Measures of 
Success 

Roles Potential Resources 
and Tools 

4.1. Increase access to DEIJ training 
and capacity building. Prominently 
advertise, incentivize and recruit for 
the 2019-2020 trainings and 
distribute tools developed under this 
grant to CBP Partners. Request 
feedback on the training and tools 
and additional trainings and tools 
could be valuable for them and for 
their colleagues. Encourage partner 
organizations to offer DEIJ trainings 
to their board, staff and volunteers. 

* Phase 1: Include 
CBP partners in the 
final webinar 
summarizing project 
outcomes, tools and 
next steps. 

Ongoing: Promote 
DEIJ and EJ training 
opportunities offered 
by CBP and by others.  

How many CBP 
partners attend 
the Year 1 
training? 

How many CBP 
partners take 
advantage of 
future trainings 
through CBP 
connections? 

Lead: Diversity 
Workgroup 

Supports: 
Consultants, 
partnership 
organizations, 
Leadership; 
Communications 
Workgroup 

-- 

4.2. Once CBP’s DEIJ statement or 
policy is developed, share this 
succinct statement with CPB 
partners. Consider offering a 
webinar or pursuing other 
opportunities for discussion and 
dissemination of both the CBP DEIJ 
statement and the lessons learned in 
developing and adopting the 
statement. (For example, the annual 
Chesapeake Bay Watershed Forum 
may be a good venue to share the 
CBP DEIJ statement and goals with a 
broader watershed-wide audience, 
as well as the annual Choose Clean 
Water Coalition conference and 
environmental justice conferences 
such as the University of Maryland’s 
Environmental Justice Symposium.) 

Phase 1: Share DEIJ 
statement with CBP 
partners and offer a 
forum for discussion 
of the statement, 
lessons learned, and 
how other 
organizations can 
develop their own. 

Ongoing: Offer 
support to CBP 
partners seeking to 
develop their own 
statement, as 
needed. 

How many CBP 
Partners have 
developed their 
own DEIJ 
Statements? 

Lead: Diversity 
Workgroup 

Supports: 
Management Board, 
CBP Leadership, 
Consultant 

Potentially develop a 
webinar, 
presentation or 
discussion guide to 
help foster 
discussion among 
CBP partners. 

4.3. Build off the dissemination of 
the DEIJ statement by offering a 
follow up webinar for CBP Partners 
that takes a deeper dive into DEIJ 
plans, tracking and assessment. 

Phase 1: Share DEIJ 
statement with CBP 
partners and offer a 
forum for discussion 
of the statement, 
lessons learned, and 
how other 
organizations can 
develop their own. 

Ongoing: Offer 
support to CBP 
partners seeking to 
develop their own 
statement, as 
needed. 

How many CBP 
partners have 
developed other 
DEIJ tools, such as 
a DEIJ assessment, 
DEIJ plan, or 
tracking tools? 

Lead: Diversity 
Workgroup 

Supports: 
Consultant, 
Leadership 

Potentially develop a 
follow up webinar, 
presentation or 
discussion guide, 
which builds off of 
the resource created 
in 4.2 to help foster 
discussion among 
CBP partners. 
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4.4 Develop and distribute 
straightforward, accessible guidance 
on including DEIJ and EJ criteria in 
grant targets and evaluation to CBP 
members. 

Phase 1: Develop and 
distribute guidance 
based on lessons 
learned from 3.3.a. 

Ongoing: Continue 
distributing updated 
guidance as needed. 
Track how many CBP 
members are using 
the guidance. 

Has guidance been 
created and 
distributed? 

How many CBP 
members have 
implemented the 
guidance? 

Lead: Diversity 
Workgroup 

Supports: CBP Grants 
Team, GIT Funding 
Team, Grant-making 
organizations in the 
partnership  

See resources and 
tools in 3.4.a. 

4.5. Develop and share the DEIJ 
communication and distribution 
guidance broadly among CBP 
Partners. 

Phase 1: Disseminate 
the guidance to CBP 
partners. 

Ongoing: Ask CBP 
partners to share how 
they are using the 
resources, including 
lessons learned, and 
update the resources 
as needed. 

How many CBP 
partners 
implemented best 
practices shared in 
the resources? 

Lead: 
Communications 
Team Diversity 
Workgroup, 
Communications 
Workgroup 

Supports: Other Goal 
Implementation 
Teams and 
Workgroups,   

See the resources 
developed in 3.4.d 
and 3.4.e. 

4.6. Develop tracking and reporting 
guidance to share broadly among 
CBP Partners. Where feasible, point 
CBP Partners to tools that are 
already established in the field. 
Develop a biennial report to capture 
CBP Partner tracking outcomes to 
help build momentum and 
accountability across the partnership 
– this report could start by tracking 
diversity of board, management and 
staff, and then add additional 
measures as CBP roles out best 
practices, tools and resources to its 
partners. 

Phase 1: Develop the 
tracking and 
reporting guidance. 

Ongoing: Ask CBP 
partners to share how 
they are using the 
resources, including 
lessons learned, and 
update the resources 
as needed. 

Ongoing: Release an 
annual report 
summarizing CBP and 
partner outcomes. 

How many CBP 
partners 
implemented best 
practices shared in 
the resources? 

Lead: Diversity 
Workgroup 

Supports: Consultant 

Gather all tracking 
and reporting 
guidance materials 
developed and 
summarize in a 
single resource. 
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Chapter 5: Looking Forward 

This report provides a DEIJ Strategy for the Chesapeake Bay Program that will help staff, volunteers, 
decision-makers and partners leverage strategies for diversity, equity and inclusion as well as 
environmental justice. Like the Chesapeake Bay itself, successful DEIJ and EJ efforts require a healthy 
ecosystem in order to thrive. This DEIJ Strategy emphasizes the internal, cultural and policy changes 
needed to create a healthy, supportive organizational ecosystem where DEIJ and EJ goals can produce 
lasting results that advance the restoration of the Chesapeake Bay watershed. 

Priority focus areas for 2020-2021 emphasize actions to strengthen CBP’s foundation for advancing DEIJ. 
These include: 

• A significant emphasis on strengthening CBP’s authorizing environment through developing a DEIJ 
Statement and updating various authorizing documents to reflect advances in CBP’s 
understanding of DEIJ. 

• Increase diversity and inclusion for staff, appointees, and volunteer bodies, with a focus on 
learning from people of color about their experience of the culture within CBP. 

• Build a common understanding of DEIJ and expanded capacity for DEIJ through trainings and 
identifying funding for staff and leadership to participate in DEIJ-related conferences and network 
building events. 

• Institutionalize efforts to advance DEIJ internally by disseminating the tools and resources 
developed under this phase of DEIJ work and budgeting for additional actions in 2021. 

• Distinguishing between (1) organizations that are run by and primarily serve communities of color 
and other underrepresented communities and (2) other organizations that engage these 
communities. 

• Build relationships with communities of color, low income communities and other 
underrepresented groups with a focus on listening through participation in EJ-led gatherings and 
developing a better understanding of who is already operating in this space. 

• Explore the options and determine a process for starting a Community Advisory Board (or similar 
entity) – composed of compensated environmental justice leaders and representatives from 
organizations led by people of color and other underrepresented  groups – that could serve as (1) 
a sounding board and resource for development and implementation of the Chesapeake Bay 
Watershed Agreement, including GIT workplans and grant-making, and (2) a feeder pool for 
identifying and developing leaders from communities of color, low income communities and 
other underrepresented groups to serve as representatives on groups throughout the 
Governance and Management Framework. 

• Advance diversity, equity and inclusion through GIT workplan development and implementation 
with a focus on incorporating leaders from communities of color and low income communities 
into decision-making and implementation. 

• Advance diversity, equity and inclusion through grantmaking with a focus on updating DEIJ and EJ 
criteria in grant targets and evaluation. 

• Advance DEIJ Performance of CBP Partners with a focus on including them in the 2020 trainings 
and disseminating tools and resources to them as they are developed. 
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By embracing restoration from the inside out, CBP will become able to tap into the persistence, wisdom, 
creativity, motivations, and political will of the diverse people who live in and contribute to the many 
ecosystems that make up the Chesapeake Bay watershed. If done well, these strategies will strengthen 
CBP’s ability to achieve its mission and carry out its responsibilities effectively over the long-term. By 
embracing restoration from the inside out, CBP will be able to more effectively build a diverse and 
inclusive coalition to implement the Chesapeake Bay Watershed Agreement to restore the Bay, its 
tributaries and the surrounding ecosystems.  
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Appendix A: DEIJ Assessment Survey Results  

The Chesapeake Bay Program conducted a Diversity, Equity, Inclusion and Justice (DEIJ) Readiness Assessment to explore 
perceptions about DEIJ within CBP. Identifying information was not collected with the survey to encourage respondents to 
be open and honest with their answers.  

For the purposes of this survey, respondents were given the following definitions, which were adapted from or developed 
by the D5 Coalition: 

• Diversity: The demographic mix of a specific collection of people, taking into account elements of human 
difference. For example: racial and ethnic groups, income, spectrum of built environment settings (rural to 
urban), faith communities, LGBTQ+ populations, people with disabilities, gender, relationship to the natural 
environment.  

• Equity: Improving equity is to promote justice, impartiality and fairness within the procedures, processes, and 
distribution of resources by institutions or systems. Tackling equity issues requires an understanding of the 
underlying or root causes of disparities within our society.  

• Inclusion: Refers to the degree to which diverse individuals are able to participate fully in the decision-making 
processes within an organization or group. While a truly “inclusive” group is necessarily diverse, a “diverse” group 
may or may not be “inclusive.”  

The survey had 60 respondents. 59 respondents completed the full survey. This survey results summary does not include 
the free responses for privacy reasons. 

1. How satisfied are you with CBP’s current level of diversity among CBP staff? 
 

 I don’t 
know 

Very dissatisfied or 
Dissatisfied 

Neutral Satisfied or 
Very satisfied 

Gender 3% 5% 24% 68% 

Educational attainment 12% 5% 28% 55% 

Age 5% 14% 27% 54% 

Geographic diversity (perspectives representing urban, 
suburban and rural backgrounds) 33% 13% 27% 27% 

Socioeconomic status 37% 17% 37% 10% 

Race/ethnicity 3% 78% 13% 5% 

Gender identity/Sexual orientation 47% 15% 34% 3% 

Observations: 

• 54% or more of the respondents are satisfied or very satisfied with the gender, educational attainment and age 

diversity among CBP staff. 

• Between 24-37% of respondents are neutral on all measures of diversity except for race/ethnicity, where the 

percentage of neutral respondents drops to 13%. 

• 78% of respondents are dissatisfied or very dissatisfied with the racial/ethnic diversity of CBP staff. 

• 60-81% of respondents are either neutral or don’t know about the diversity of CBP staff relative to geographic 

diversity, socioeconomic status, and gender identity/sexual orientation. 
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2. To what extent do you believe diversity, equity and inclusion practices will benefit the CBP in the following areas?  

 I don’t 
know 

Strongly disagree or 
Disagree 

Neutral Agree or  
Strongly agree 

Better serve the public 0% 2% 2% 97% 

Broaden our partnerships 0% 2% 3% 95% 

Ability to advance our mission 2% 2% 5% 92% 

Encourage diversity, equity and inclusion in decision-making 2% 2% 7% 90% 

Expand our supporters 0% 2% 10% 88% 

Improve hiring and retention of diverse staff 2% 2% 8% 88% 

Improve the quality of my work life 3% 3% 25% 68% 

Observations: 

• 88-97% of respondents believe that DEIJ practices will benefit CBP on all measures, except for quality of work life 

where the percentage drops to 68% and 25% of respondents selected a neutral response. 

3. What is your personal comfort level in engaging with people from other cultures or backgrounds? (check all that 
apply) 

73%  Ready to dive right in 
32%  Prefer to observe first to know what I’m getting into 
32%  Uncomfortable or worried that I may say or do something wrong 
10%  Fear of rejection or an angry response  
10%  Worry that that person may not care about my message, program, etc. 
6%  Other (describe) 
0%  Fear for personal safety  

Observations: 

• 73% of respondents feel “ready to dive right in.” 

• 32% of respondents prefer to observe first or feel uncomfortable or worried about making a mis-step or saying 

something wrong. 

• 10% of respondents experience fear around the responses they may receive and/or worry about whether their 

audience will care about their message or program. 

• No respondents indicated a fear for personal safety. 

4. To what extent do you agree with each of the following statements? 

 I don’t 
know 

Strongly disagree or 
Disagree 

Neutral Agree or 
Strongly agree 

CBP actively demonstrates a commitment to inclusion. 7% 35% 23% 35% 

CBP actively demonstrates a commitment to diversity. 8% 35% 25% 32% 

CBP actively demonstrates a commitment to equity. 10% 32% 33% 25% 

Observations: 

• Responses are relatively consistent across all three areas. 

• 32-35% of respondents agree or strongly agree that CBP actively demonstrates a commitment to inclusion and 

diversity, while the percentage drops to 25% for equity. 

• 32-35% of respondents disagree or strongly disagree that CBP actively demonstrates a commitment to these 

areas. 
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5. To what extent do you agree with the following statements about hiring, promotion and tenure at CBP? 

 I don’t 
know 

Strongly disagree 
or Disagree 

Neutral Agree or 
Strongly agree 

CBP encourages partner agencies to promote DEIJ in hiring, 
promotion and tenure policies, practices and procedures 
consistent with fair hiring practices. 

32% 22% 20% 25% 

CBP encourages partner agencies to seek opportunities to 
provide professional development, promote and retain people 
of color and other underrepresented groups across 
management, CBP staff and intern positions. 

32% 20% 25% 22% 

CBP encourages partner agencies to include people of color and 
other underrepresented groups in hiring and promotion 
committees. 

37% 22% 24% 17% 

CBP encourages partner agencies to conduct proactive outreach 
and recruitment to increase representation of people of color 
and other underrepresented groups in management, CBP staff 
and intern positions. 

39% 24% 20% 17% 

Observations: 

• 32-39% of respondents did not know how to answer for these statements about hiring, promotion and tenure at 

CBP. 

• Respondents who did feel capable of answering were fairly evenly split between disagreement, neutrality and 

agreement; however, only 17-25% of respondents agreed or strongly agreed that CBP is encouraging partners in 

these areas. 

6. To what extent do you agree with the following statements about CBP’s appointee and volunteer bodies? 

 I don’t 
know 

Strongly disagree or 
Disagree 

Neutral Agree or 
Strongly agree 

CBP conducts proactive outreach and recruitment to increase 
representation of people of color and other underrepresented 
groups on the Management Board, Advisory Committees, Goal 
Implementation Teams and Workgroups. 

32% 46% 15% 7% 

CBP seeks opportunities to support and retain people of color 
and other underrepresented groups on the Management Board, 
Advisory Committees, Goal Implementation Teams and 
Workgroups. 

36% 37% 20% 7% 

Observations: 

• 32-36% of respondents did not know how to answer for these statements about CBP’s appointee and volunteer 

bodies. 

• Only 7% of respondents agreed or strongly agreed, while 37-46% of respondents disagreed or strongly disagreed. 

  



 

 

Diversity, Equity, Inclusion and Justice Strategy for the Chesapeake Bay Program             46 

 

7. To what extent do you agree with the following statements about CBP’s internal culture? 

 I don’t 
know 

Strongly disagree or 
Disagree 

Neutral Agree or 
Strongly agree 

CBP establishes a common understanding of the meaning of 
diversity, equity and inclusion as it relates to the mission of the 
organization.  

17% 36% 25% 22% 

CBP ensures CBP staff and appointee/volunteer bodies have a 
mechanism for raising and addressing DEIJ issues within the 
organization.  

41% 31% 17% 12% 

CBP ensures board, management and CBP staff have (or know 
how to access) the skills and tools needed to advance DEIJ 
within the work of the organization.  

27% 47% 15% 10% 

CBP regularly includes DEIJ considerations in decision-making 
and daily operations of the board, CBP staff and 
appointee/volunteer bodies.  

34% 37% 20% 8% 

CBP conducts CBP staff and Management Board training on 
DEIJ, racial equity and environmental justice issues.  

32% 49% 10% 8% 

Observations: 

• 22% of respondents agreed or strongly agreed that CBP establishes a common understanding of the meaning of 

DEIJ as it relates to CBP’s mission. 

• 31-37% of respondents disagreed or strongly disagreed that CBP: 

o establishes a common understanding of the meaning of diversity, equity and inclusion as it relates to the 

mission of the organization. 

o ensures CBP staff and appointee/volunteer bodies have a mechanism for raising and addressing DEIJ 

issues within the organization. 

o regularly includes DEIJ considerations in decision-making and daily operations of the board, CBP staff and 

appointee/volunteer bodies. 

• 47-49% of respondents disagreed or strongly disagreed that CBP: 

o ensures board, management and CBP staff have (or know how to access) the skills and tools needed to 

advance DEIJ within the work of the organization. 

o conducts CBP staff and Management Board training on DEIJ, racial equity and environmental justice 

issues. 

8. When you consider the GIT(s) you are engaged with, to what extent do you agree with the following statements 

about GIT workplans? (GITs include: Sustainable Fisheries, Water Quality, Fostering Chesapeake Bay Stewardship, 

Habitat, Maintain Healthy Watersheds, Enhance Partnering, and Leadership and Management.) 

 I don’t 
know 

Strongly disagree 
or Disagree 

Neutral 
Agree or 

Strongly agree 

Each GIT workplan explicitly considers how to reduce 
disproportionate adverse environmental impact in communities of 
color, low income communities, and other underrepresented 
groups. 

37% 44% 12% 7% 

Each GIT workplan engages communities of color, low income 
communities, and other underrepresented groups in the 
development and implementation of the workplan. 

36% 51% 8% 5% 

Each GIT workplan explicitly considers how to distribute benefits 
and improvements more equitably to communities of color, low 
income communities, and other underrepresented groups. 

37% 46% 12% 5% 

Observations: 

• 5-7% of respondents agreed or strongly agreed with these statements about GIT Workplans, while 44-51% of 

respondents disagreed or strongly disagreed. 
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• 36-37% of respondents did not know how to answer. 

• Free responses included a wide range of perspectives on whether GIT workplans address DEIJ (full free responses 

can be found starting on page 9):  

o GIT workplans don’t generally address DEIJ, but should more broadly,  

o the Diversity workgroup is primarily where DEIJ is and should be advanced, 

o DEIJ is not relevant to most GIT workplans,  

o the jurisdictions and partners are more capable of advancing DEIJ than the GITs, and  

o the GITs do not have capacity to address DEIJ because they are already struggling to meet basic 

operational needs. 

• One respondent reported concerns about both institutional and direct bias against women, people of color and 

LGBTQ+ people. 

9. To what extent do you agree with the following statements about CBP communications? 

 I don’t 
know 

Strongly disagree 
or Disagree 

Neutral Agree or 
Strongly agree 

Communication materials are culturally accessible, promote 
DEIJ goals, and reflect people of color and other 
underrepresented groups. 

20% 19% 32% 29% 

Communication distribution includes avenues designed for 
people of color, low income communities, and other 
underrepresented groups. 

32% 24% 25% 19% 

Observations: 

• 29% of respondents believe that communications materials are culturally accessible, promote DEIJ goals, and 

reflect people of color and other underrepresented groups. 

• 19% of respondents believe that communication distribution includes avenues designed for people of color, low 

income communities, and other underrepresented groups. 

10. To what extent do you agree with the following statements about CBP’s partnerships? 

 I don’t 
know 

Strongly disagree or 
Disagree 

Neutral Agree or 
Strongly agree 

CBP partners with organizations that engage people of color, 
low income communities, or other underrepresented groups to 
implement the Chesapeake Bay Watershed Agreement. 

24% 29% 14% 34% 

CBP partners with organizations led or staffed by people of color 
or other underrepresented groups to implement the 
Chesapeake Bay Watershed Agreement. 

27% 29% 19% 25% 

CBP encourages its partners to consider DEIJ in messaging, 
materials and distribution avenues. 

46% 29% 14% 12% 

CBP encourages its partners to adopt and disseminate a clear 
DEIJ statement or policy. 

46% 29% 15% 10% 

CBP encourages its partners to adopt an organizational DEIJ Plan 
and assess progress on the plan annually. 

54% 29% 10% 7% 

CBP encourages its partners to offer DEIJ training to their board, 
staff and volunteers. 

54% 29% 10% 7% 

Observations: 

• 29% of respondents disagree or strongly disagree with all of these statements. 

• 34% of respondents agree or strongly agree that CBP partners with organizations that engage people of color, low 

income communities, or other underrepresented groups to implement the Chesapeake Bay Watershed 

Agreement. 

• 25% of respondents agree or strongly agree that CBP partners with organizations led or staffed by people of color 

or other underrepresented groups to implement the Chesapeake Bay Watershed Agreement.  
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Appendix B: Focus Group Agendas 

CBP’s Internal Culture around DEIJ 
a facilitated discussion with program staff 

 

Purpose:  

• Gather staff perceptions of the internal culture around diversity, equity and inclusion (DEIJ) at CBP. 

• Identify how staff think CBP could continue to grow and strengthen its practice of DEIJ. 
 

Agenda 

9:00 Welcoming Remarks (CBP Project Team member) 

• Share the purpose of the DEIJ Readiness Assessment and how CBP will use the information gathered 
through this discussion as one component of the assessment. 

• Introduce Skeo’s role in conducting the assessment and facilitating this conversation. 

• Set the stage for an open and honest conversation among staff via ground rules. 

9:10 Meeting Purpose and Introductions (Vernice Miller-Travis, Skeo) 

• Review meeting purpose and agenda 

• Brief introductions – name, role at CBP, how long you have worked with CBP 

9:20 DEIJ Project Status Update (Vernice Miller-Travis, Skeo) 

• Overview of project status and timeline going forward 

• Review themes from DEIJ interviews and survey, as appropriate. 

• Q & A 

9:30 What is your Internal Culture around DEIJ? (Vernice Miller-Travis, Skeo) 

• Do you see DEIJ as integral to achieving the mission of CBP? Why or why not? 

• To what extent do you and your colleagues include DEIJ considerations in daily operations and decision-

making?  

• Is it easy or difficult to raise and address DEIJ issues at work? Why? 

• Does the CBP board, management and staff have the skills/tools needed to advance DEIJ?  

o What training and/or resources have staff received on DEIJ and racial equity issues?  

o What additional tools or skills do you think they need? 

10:30 Break 

10:45 Where might CBP go from here to advance DEIJ in its internal culture?  
• In what areas of CBP’s internal culture would you like to see more focus on DEIJ? 

• What barriers to continued growth in DEIJ stand out to you? 

• What opportunities for continued growth in DEIJ stand out to you? 

• What resources do staff need to support continued growth in DEIJ? 

11:40 Discussion Recap (Vernice Miller-Travis) 
• Discussion summary. 
• Is there anything else you would add to the insights from our discussion today? 
• Were there any “Aha Moments” for you during today’s discussion? 

11:55 Closing Remarks (CBP Project Team Representative) 
• Appreciations. 
• Share next steps for the DEIJ Readiness Assessment. 

12:00 Adjourn 
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Incorporating DEIJ into Decision-Making at CBP 
a facilitated discussion with staff, Management Board and GIT members 

 

Purpose:  

• Explore CBP’s understanding of diversity vs. equity vs. inclusion. 

• Gather ideas and considerations for integrating DEIJ into decision-making and thought leadership in a science-
based organization. 

 

Agenda  

1:30 Welcoming Remarks (CBP Project Team member) 

• Share the purpose of the DEIJ Readiness Assessment and how CBP will use the information gathered through 
this discussion as one component of the assessment. 

• Introduce Skeo’s role in conducting the assessment and facilitating this conversation. 

• Set the stage for an open and honest conversation via ground rules. 

1:35 Meeting Purpose and Introductions (Vernice Miller-Travis, Skeo) 

• Review meeting purpose and agenda. 

• Brief introductions – name, role at CBP, how long you have been at CBP. 

• Review summary of staff conversation and DEIJ themes from work to date. 

1:45 Understanding Diversity, Equity and Inclusion (Vernice Miller-Travis) 

• Flip-charted round robin: What does DEIJ mean to you? 

• Review definitions of “diversity,” “equity” and “inclusion” 

o Is there anything that surprised you in these definitions?  

o As you consider the differences between diversity, equity and inclusion, how do you envision CBP 

might change as you integrate DEIJ across the organization and into your work? 

• What training and/or resources have you received on various aspects of DEIJ or racial equity issues? 

• Does CBP’s board, management and staff have the skills and tools needed to advance all aspects of DEIJ 

throughout the organization? What skills or tools are needed to be more effective? 

2:45 Break 

3:00 Integrating DEIJ into Decision-Making at CBP (Vernice Miller-Travis) 
• Currently, in what ways is DEIJ formally or informally integrated into decision-making? 

• What would it mean for a science-based organization to include DEIJ criteria in decision-making?  

• What types of decisions have more opportunity to incorporate DEIJ considerations? 

• What are some first steps CBP can take to formalize DEIJ considerations in decision-making? What are some 

long-term steps? 

• (If time) What are the potential risks of moving in this direction with DEIJ? Potential benefits? 

• Any additional considerations that should be noted? 

4:00 Discussion Recap (Vernice Miller-Travis) 
• Discussion summary 
• Is there anything else you would add to the insights from our discussion today? 
• Were there any “Aha Moments” for you during today’s discussion?  

4:20 Closing Remarks (CBP Project Team member) 
• Appreciations. 
• Share next steps for the DEIJ Readiness Assessment. 

4:30 Adjourn (Vernice Miller Travis) 
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Appendix C: DEIJ Readiness Assessment Findings and Recommendations 

Table 5 captures the full findings and recommendations from the DEIJ Readiness Assessment for CBP. 

Table 5. DEIJ Readiness Assessment Findings and Recommendations 

Objectives and Actions 
 

Status23 Assessment24 Findings and Recommendations 

N P Y 1 2 3  

Objective 1. Create an Authorizing Environment 

1.1 Include specific DEIJ 
and environmental justice 
(EJ) goals in future 
Chesapeake Bay 
Watershed Agreements or 
policy directives. 

 ✓  ✓   Findings: Strong goals related to diversity of staff and of “minority 
stakeholder groups”. Integrating environmental justice considerations is 
a principle of the agreement. However, there are no goals explicitly 
related to equity or inclusion. Inclusion may be implied in the diversity 
goals, but the lack of explicit discussion means that some readers may 
assume if diversity goals are achieved, inclusion has also been achieved. 
Explicit discussion would make clear the distinction between the two 
and the need to achieve both independent of the other. 

Recommendation: Consider addressing equity and inclusion in 
overarching goals of future Chesapeake Bay Watershed Agreements or 
policy directives. 

1.2 Adopt and disseminate 
a clear DEIJ statement or 
policy. 

✓   ✓   Findings: While statements related to DEIJ and EJ are incorporated 
across a number of documents, there is no one central statement or 
policy that succinctly and clearly captures the connection between DEIJ, 
EJ and CBP’s mission. 

Recommendation: Develop a succinct DEIJ statement that defines 
relevant terminology and that clearly captures the connection between 
DEIJ, EJ and CBP’s mission. 

1.3 Adopt an 
organizational DEIJ Plan. 

  ✓ ✓   Findings: The Diversity Outcome Management Strategy and DWG 
Outcome Logic Table and Workplan provide a strong starting point; 
however, they could be significantly strengthened in ways noted 
throughout this assessment. The Governance and Management 
Framework does not currently address DEIJ or EJ. 

Recommendation: Review the recommendations in this assessment and 
incorporate priority changes throughout both the Diversity Outcome 
Management Strategy and the DWG Outcome Logic Table and 
Workplan.  

Recommendation: Incorporate DEIJ and EJ into the Governance and 
Management Framework by setting explicit diversity goals for each 
group in the organizational structure in their “Leadership and 
Membership” sections and adding language describing the role and 
impact of DEIJ and EJ considerations in the “Process for Decision-
Making” section. See also deeper discussion in the summary of the 
Incorporating DEIJ into Decision-Making at CBP focus group. 

1.4 Track, analyze and 
report on the measures of 
the DEIJ plan. 

 ✓   ✓  Findings: The DWG has created a workgroup to monitor and assess 
CBP’s progress in implementing the Diversity Outcome Management 
Strategy. 

Recommendation: As priority changes are incorporated throughout the 
DEIJ Plan documents listed in Objective 1.3, ensure that related tracking 

 
23 Status (have the actions been taken?): N – No; P – Partially; Y – Yes.  
24 Assessment (what is the outcome of the actions?): 1 – Not yet meeting goals; 2 – Achieving goals; 3 – Exceeding goals. 
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Objectives and Actions 
 

Status23 Assessment24 Findings and Recommendations 

N P Y 1 2 3  

measures are being developed by the workgroup and annual reporting 
is taking place. 

1.5 Include DEIJ measures 
in the performance goals 
for senior and mid-level 
managers. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 

Recommendation: Develop and add DEIJ measures to performance 
goals for senior and mid-level managers. 

1.6 Create a Management 
Board-level Diversity or 
DEIJ Committee or 
equivalent. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 

Recommendation: Create a Management Board-level Diversity or DEIJ 
Committee or equivalent. 

Objective 2. Increase DEIJ in Hiring, Promotion and Tenure within CBPO Staff25 

• 2.1 Encourage partner 
entities to promote DEIJ in 
hiring, promotion and 
tenure policies, practices 
and procedures consistent 
with fair hiring practices. 

 ✓  ✓   Findings: Some actions and goals identified, including a goal to grow 
racial and ethnic diversity from 13% to 25% (including 15% of 
leadership). No data provided on implementation. Only 25% of survey 
respondents agree or strongly agree that CBP is achieving outcomes in 
this area. Only 5% of survey respondents are satisfied or very satisfied 
with CBP’s current level of racial/ethnic diversity among CBP staff. 

Recommendation: Document implementation efforts to promote DEIJ in 
hiring, promotion and tenure policies, and evaluate what efforts are 
helping to move the needle on an annual basis. The federal hiring 
process includes some constraints that may make this goal difficult to 
achieve; therefore, close monitoring and yearly adjustments to amplify 
the strategies that are working is recommended. 

2.2 Encourage partner 
entities to include people of 
color and other 
underrepresented groups 
in hiring and promotion 
committees. 

 ✓  ✓   Findings: No data provided to demonstrate planning or implementation. 
Only 17% of survey respondents agree or strongly agree that CBP is 
achieving outcomes in this area. 

Recommendation: Re-structure hiring and promotion committees as 
needed to include people of color and other underrepresented groups 
where feasible. 

• 2.3 Encourage partner 
entities to conduct 
proactive outreach and 
recruitment to increase 
representation of people of 
color and other 
underrepresented groups 
in management, CBP staff 
and intern positions. 

 ✓  ✓   Findings: Some actions and goals identified, primarily regarding the 
pipeline for interns and staff. No data provided to demonstrate planning 
regarding management positions. No data provided to demonstrate 
implementation. Only 17% of survey respondents agree or strongly 
agree that CBP is achieving outcomes in this area. 

Recommendation: Document implementation efforts to increase 
representation of people of color and other underrepresented groups, 
and evaluate what efforts are helping to move the needle on an annual 
basis. The federal hiring and promotion process include some 
constraints that may make this goal difficult to achieve; therefore, close 
monitoring and yearly adjustments to amplify the strategies that are 
working is recommended. (CBP may wish to review the Office of Water 
Special Emphasis Advisory Council (SEPAC) Diversity Dashboard for 
resources regarding pipeline diversity and other relevant data and 
information.) 

 
25 CBPO Staff include all employees who work at the CBP offices in Annapolis, Maryland, and serve in a variety of roles and capacities 
to advance and coordinate the work of the larger partnership. They include employees of federal agencies and contractors, non-profit 
organizations and academic institutions. Specific federal agencies include: the Environmental Protection Agency, National Parks 
System, Forest Service, Geological Survey and National Oceanic and Atmospheric Administration. See 
https://www.chesapeakebay.net/who/staff. 

https://www.chesapeakebay.net/who/staff
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Objectives and Actions 
 

Status23 Assessment24 Findings and Recommendations 

N P Y 1 2 3  

• 2.4 Encourage partner 
entities to seek 
opportunities to provide 
professional development, 
promote and retain people 
of color and other 
underrepresented groups 
across management, CBP 
staff and intern positions. 

 ✓  ✓   Findings: No data provided to demonstrate planning or implementation. 
Only 22% of survey respondents agree or strongly agree that CBP is 
achieving outcomes in this area. 

Recommendation: Track number and percent of people of color and 
other underrepresented groups in each of these groups over time. 

Recommendation: Ask staff of color and other underrepresented groups 
(in a relaxed environment) what is working well for them in the current 
work environment and what additional resources or supports might be 
needed to increase equity and inclusion in the workplace, provide 
relevant professional development, and focus on increasing promotion 
and retention rates. Prioritize and implement recommendations 
identified through this process. 

Objective 3. Increase DEIJ in Appointee and Volunteer Bodies 

3.1 Conduct proactive 
outreach and recruitment 
to increase representation 
of people of color and 
other underrepresented 
groups on the 
Management Board, 
Advisory Committees, Goal 
Implementation Teams and 
Workgroups. 

 ✓  ✓   Findings: DWG Outcome Logic Table and Workplan outlines some 
actions to support this; however, only 7% of survey respondents agreed 
or strongly agreed that CBP is achieving outcomes. 

Recommendation: Per recommendation in Objective 1.3, incorporate 
DEIJ and EJ into the Governance and Management Framework by 
setting explicit diversity goals for each group in the organizational 
structure in their “Leadership and Membership” sections. 

Recommendation: Document implementation efforts at increasing 
representation of people of color and other underrepresented groups 
on the Management Board, Advisory Committees, Goal Implementation 
Teams and Workgroups. Evaluate what efforts are helping to move the 
needle on an annual basis. Building momentum to achieve this goal may 
be a heavy lift; therefore, close monitoring and yearly adjustments to 
amplify the strategies that are working is recommended. 

3.2 Seek opportunities to 
support and retain people 
of color and other 
underrepresented groups 
on the Management 
Board, Advisory 
Committees, Goal 
Implementation Teams and 
Workgroups. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 
Only 7% of survey respondents agreed or strongly agreed that CBP is 
achieving outcomes. 

Recommendation: Per recommendation in Objective 1.3, incorporate 
DEIJ and EJ into the Governance and Management Framework by 
setting explicit diversity goals for each group in the organizational 
structure in their “Leadership and Membership” sections. 

Recommendation: Track number and percent of people of color and 
other underrepresented groups in each of these groups over time. 

Recommendation: Ask people of color and other underrepresented 
groups what is working well for them (in a relaxed environment) in the 
current environment and what additional resources or supports might 
be needed to increase equity and inclusion within their group and 
increase retention rates. Prioritize and implement recommendations 
identified through this process. 

Objective 4. Increase DEIJ in Internal Culture and Training 

4.1 Provide CBP staff and 
Management Board 
training and tools on DEIJ, 
racial equity and 

 ✓   ✓

26 
 Findings: Management Approach 2.6 in the DWG Outcome Logic Table 

and Workplan sets performance targets for providing training resources 
to increase equity and inclusion in hiring practices at the federal and 

 
26 This score is provisionally given, because a significant number of trainings are forthcoming in 2019-2020. 
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environmental justice 
issues. 

state levels. The grant under which the DEIJ Readiness Assessment is 
being conducted will provide training and tools on DEIJ, racial equity 
and EJ issues in Fall 2019. However, only 8% of survey respondents 
agreed or strongly agreed that CPB conducts these trainings. 

Looking ahead, CBP’s proposal for a GIT-funded project ($15,000) to 
support additional trainings has been accepted and will be put out as an 
RFP. 

Recommendation: Ensure that the Fall 2019 trainings are prominently 
advertised and well attended. 

Recommendation: Develop a list of additional trainings CBP can provide. 
Ask Fall 2019 training participants to evaluate the training(s) they attend 
and provide feedback on what additional training could be valuable for 
them and for their colleagues. See also recommendations from CBP 
staff in the summary of the CBP’s Internal Culture around DEIJ focus 
group. 

4.2 Establish common 
understanding of the 
meaning of diversity, equity 
and inclusion as it relates 
to the mission of the 
organization.  

 ✓  ✓   Findings: The Diversity Outcome Management Strategy connects 
diversity to the Citizen Stewardship Goal. However, there is no language 
about equity, inclusion or environmental justice, and only 22% of survey 
respondents agreed or strongly agreed that CBP is achieving this metric. 

Recommendation: Use the Fall 2019 trainings to build a common 
understanding of the meaning of diversity, equity and inclusion and 
connect these topics to CBP’s mission. Discussion during these trainings 
may inform development of the DEIJ statement recommended below. 

Recommendation: Per recommendation in Objective 1.2, develop a 
succinct DEIJ statement that defines relevant terminology and that 
clearly captures the connection between DEIJ, EJ and CBP’s mission. 

Recommendation: Per recommendations in Objective 1.3, incorporate 
diversity goals and discussion of DEIJ and EJ decision-making 
considerations into the Governance and Management Framework.  

Recommendation: To continue growing common understanding, build 
discussion time regarding the newly adopted DEIJ statement and the 
changes to the Governance and Management Framework into the 
agendas of each group identified in the Governance and Management 
Framework document.  

4.3 Regularly include DEIJ 
considerations in decision-
making and daily 
operations of the board, 
CBP staff and 
appointee/volunteer 
bodies.  

✓   ✓   Findings: Despite the activity and efforts of the DWG, there is little 
evidence for institutionalized approaches to including DEIJ 
considerations in decision-making. The Governance and Management 
Framework does not address DEIJ in its description of decision-making 
processes and procedures. Furthermore, only 8% of survey respondents 
agree or strongly agree that CBP is achieving this metric. 

Recommendation: Incorporate DEIJ and EJ into the Governance and 
Management Framework by incorporating discussion of DEIJ and EJ into 
the “Process for Decision-Making” section. 

Recommendation: Build mechanism(s) for raising and addressing DEIJ 
issues into the Governance and Management Framework. 

Recommendation: Document implementation efforts by each group 
mentioned in the Governance and Management Framework and 
evaluate what efforts are helping to move the needle on an annual 
basis. Building momentum to achieve this goal may be a heavy lift to 
implement a significant cultural shift across an organization where 
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decision-making has historically been focused on environmental science 
metrics; therefore, close monitoring and yearly adjustments to amplify 
the strategies that are working is recommended. 

4.4 Ensure CBP staff and 
appointee/volunteer bodies 
have a mechanism for 
raising and addressing DEIJ 
issues within the 
organization. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 
Only 12% of survey respondents agree or strongly agree that CBP is 
achieving this metric. 

Recommendation: Per recommendation in Objective 4.3, build 
mechanism(s) for raising and addressing DEIJ issues into the 
Governance and Management Framework. 

Recommendation: Document implementation efforts at raising and 
addressing DEIJ issues by each group mentioned in the Governance and 
Management Framework and evaluate what efforts are helping to move 
the needle on an annual basis. Building momentum to achieve this goal 
may be a heavy lift because it is a significant cultural shift for an 
organization whose decision-making historically has been focused on 
environmental science metrics; therefore, close monitoring and yearly 
adjustments to amplify the strategies that are working is recommended. 

4.5 Ensure board, 
management and CBP staff 
have the skills and tools 
needed to advance DEIJ 
within the work of the 
organization. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation, 
beyond the trainings that are forthcoming in Fall 2019. Only 10% of 
survey respondents agree or strongly agree that CBP is achieving this 
metric. 

Recommendation: Follow through on the trainings and recommended 
changes to the Governance and Management Framework (see 
recommendations under Objectives 1 & 4). 

Recommendation: Identify funding to send board, management and 
staff members to DEIJ-related conferences and events so that they can 
start building a professional network focused on advancing DEIJ in 
watershed restoration work. 

Objective 5. Advance DEIJ through GIT Workplans27 and Outcomes 

5.1 Engage communities of 
color, low income 
communities, and other 
underrepresented groups 
in development and 
implementation of the 
workplan. 

✓   ✓   Findings: Only 5% of survey respondents agree or strongly agree that 
CBP is achieving this metric. 

Recommendation: Work directly with each GIT to identify specific 
decision—points and other milestones where communities of color, low 
income communities and other underrepresented groups can influence 
the development and implementation of the GIT’s workplan where 
appropriate. 

Recommendation: Evaluate the possibility of starting a Community 
Advisory Board (or other related approaches) that could serve as (1) a 
sounding board and resource for all GITs as they develop and 
implement their respective workplans and (2) a feeder pool for 
identifying and developing leaders from communities of color, low 
income communities and other underrepresented groups to serve as 
representatives on groups throughout the Governance and 
Management Framework. If such a Community Advisory Board is 
formed, identify funding to compensate these leaders for their time. 

 
27 GITs include Sustainable Fisheries, Water Quality, Fostering Chesapeake Bay Stewardship, Habitat, Maintain Healthy Watersheds, 
Enhance Partnering, Leadership and Management 
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Recommendation: Participate in EJ-led gatherings, such as the 
University of Maryland School of Public Health DMV EJ conference to 
build CBP’s professional network and bring discussion about 
implementation of the Chesapeake Bay Watershed Agreement directly 
into EJ-led spaces. 

5.2 Explicitly consider 
within each workplan how 
to distribute benefits and 
improvements more 
equitably to communities 
of color, low income 
communities, and other 
underrepresented groups. 

✓   ✓ 

  

Findings: Only 5% of survey respondents agree or strongly agree that 
CBP is achieving this metric. 

Recommendation: Review each GIT workplan to determine to what 
extent equitable distribution of benefits and improvements is already 
explicitly considered. 

Recommendation: Develop a template for incorporating these 
considerations into the GIT workplans, and require each GIT to 
complete this template during the next workplan update cycle. Ideally, 
updates should be completed in consultation with communities of 
color, low income communities and other underrepresented groups to 
ensure that the updates are well-informed. 

5.3 Explicitly consider 
within each workplan how 
to reduce disproportionate 
adverse environmental 
impacts in communities of 
color, low income 
communities, and other 
underrepresented groups. 

✓   ✓   Finding: Only 7% of survey respondents agree or strongly agree that 
CBP is achieving this metric. 

Recommendation: Review each GIT workplan to determine to what 
extent reduction of disproportionate adverse environmental impacts is 
already explicitly considered. 

Recommendation: Develop a template for incorporating these 
considerations into the GIT workplans, and require each GIT to 
complete this template during the next workplan update cycle. Ideally, 
updates should be completed in consultation with communities of 
color, low income communities and other underrepresented groups to 
ensure that the updates are well-informed. 

Objective 6. Advance DEIJ through Communications 

6.1 Ensure communication 
materials are culturally 
accessible, promote DEIJ 
goals, and reflect people of 
color, low income 
communities and other 
underrepresented groups. 

 ✓  ✓   Findings: Project planning team shared that the Communications 
Workgroup has done a number of blogs and stories to date that feature 
people of color or other underrepresented groups. However, only 29% 
of survey respondents agree or strongly agree that CBP is achieving this 
metric. 

Recommendation: Conduct a review of communications materials and 
identify potential areas for improvement. 

Recommendation: Review these preliminary recommendations with 
communities of color, low income communities and other 
underrepresented groups to ensure that the recommendations are 
well-informed prior to implementation. 

Recommendation: Develop and distribute straightforward, accessible 
DEIJ communications guidance based on these recommendations, and 
track changes moving forward. 

6.2 Ensure distribution 
includes avenues designed 
for people of color, low 
income communities, and 
other underrepresented 
groups. 

 ✓  ✓   Findings: Strategies in the DWG Outcome Logic Table and Work Plan 
include documenting these avenues, but no data is provided on 
whether they are being regularly used across CBP. Only 19% of survey 
respondents agree or strongly agree that CBP is achieving this metric. 

Recommendation: Develop and distribute straightforward, accessible 
guidance on distribution of communication materials – including a living 
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database of distribution avenues that reach people of color, low income 
communities and other underrepresented groups. 

Objective 7. Advance DEIJ through Grant-making and Contracting 

7.1 Develop and explicitly 
include DEIJ and 
environmental justice 
criteria in grant targets 
and evaluation. 

 ✓  ✓   Findings: Management Approach 3.1 in the DWG Outcome Logic Table 
and Workplan outlines actions to review and revise grant guidance to 
advance diversity and environmental justice through grant making. No 
data provided on what action has been taken to date. 

Recommendation: Review recommendations throughout Objective 7 
and incorporate priority changes into the DWG Outcome Logic Table 
and Workplan. 

Recommendation: Make and document changes to grant targets and 
evaluation controlled directly by CBP. 

Recommendation: Host or participate in a gathering of funders to share 
lessons learned and build CBP’s professional network for advancing DEIJ 
and EJ through grantmaking. 

Recommendation: Develop and distribute straightforward, accessible 
guidance on including DEIJ and EJ criteria in grant targets and evaluation 
to CBP members. 

7.2 Provide grant outreach 
and project-management 
training to organizations 
run by and primarily 
serving communities of 
color and/or other 
underrepresented 
communities. 

 ✓  ✓   Findings: Management Approaches 3.3 and 3.4 in the DWG Outcome 
Logic Table and Work Plan outline actions to increase outreach and 
capacity building opportunities for “community-based grants”; 
however, it does not specifically define “community-based grants” 
relative to organizations run by and primarily serving communities of 
color or other underrepresented communities. DWG Management 
Approach 3.6 outlines actions to connect environmental justice leaders 
with funders. DWG Management Approaches 4.2 and 4.3 set goals for 
identifying organizations and groups that work within diverse 
Chesapeake communities and identifying which groups may be good 
candidates for environmental restoration projects and programs. There 
is no parallel goal specifically for organizations run by and primarily 
serving communities of color and/or other underrepresented groups. 

Recommendation: Sharpen language in DEIJ Planning documents, 
grantmaking guidance, and related implementation actions to reflect a 
priority on organizations run by and primarily serving communities of 
color and other underrepresented communities. It is important to make 
a clear distinction between these organizations and other organizations 
that engage communities of color and other underrepresented 
communities but are not led by the community. 

Recommendation: Ensure that tracking efforts maintain this distinction 
as well. There is value in supporting both types of community-based 
groups; however, if the distinction is not made in goals and data 
tracking, resources usually gravitate towards community-based 
organizations that are not led by the community they serve. This is due 
to the probability that organizations founded and led by people of color 
and other underrepresented groups have historically been under-
resourced and had challenges breaking into mainstream, predominately 
white funding streams. 

7.3 Ensure grant review 
committees include people 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 
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of color and other 
underrepresented groups.  

Recommendation: Begin tracking representation on grant review 
committees, and increase representation of people of color and other 
underrepresented groups. 

Recommendation: If a Community Advisory Board is formed, per 
recommendation in Objective 5.1, consider what role that committee 
might play in grant review. 

7.4 Promote non-
discriminatory policies 
among applicant 
organizations, and 
incentivize applicants to 
increase DEIJ in their 
organizational practices. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 

Recommendation: Develop funding guidelines that promote non-
discriminatory policies among applicant organizations. 

Recommendation: Incentivize applicants to increase DEIJ in their 
organizational practices. 

7.5 Incentivize grant 
projects that align 
Chesapeake Bay 
restoration investments 
with community-identified 
needs. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 
Management Approach 3.4 in the DWG Outcome Logic Table and Work 
Plan outlines actions to provide trainings and capacity building that 
address restoration projects in areas with diverse and 
underrepresented populations but does not explicitly connect those 
projects to aligning with and addressing community-identified needs 
that may be related to but extend beyond watershed restoration. 

Recommendation: Incorporate incentives into grant guidelines and 
funding structure to encourage restoration investments that align with 
community-identified needs. 

7.6 Adopt policies and 
practices that promote DEIJ 
in contracting and 
consulting. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 

Recommendation: Develop straightforward, accessible guidance on 
promoting DEIJ in contracting and consulting. 

Objective 8. Increase DEIJ Performance of Partners 

8.1 Partner with 
organizations led or staffed 
by people of color or other 
underrepresented groups 
to implement the 
Chesapeake Bay 
Watershed Agreement. 

 ✓  ✓   Findings: Only 25% of survey respondents agree or strongly agree that 
CBP is achieving this metric. Management Approach 3.5 in the DWG 
Outcome Logic Table and Work Plan outlines actions to build 
relationships with environmental justice leaders and engage them at 
various levels of the CBP. DWG Management Approach 3.6 outlines 
actions to connect environmental justice leaders with funders. DWG 
Management Approaches 4.2 and 4.3 set goals for identifying 
organizations and groups that work within diverse Chesapeake 
communities and identifying which groups may be good candidates for 
environmental restoration projects and programs; however, there is no 
parallel goal specifically for organizations run by and primarily serving 
communities of color and/or other underrepresented groups. No data 
provided to demonstrate implementation. 

Recommendation: Identify specific decision-points and other 
milestones, including in GIT workplans and other governance and 
management processes supporting the development and 
implementation of the Chesapeake Bay Watershed Agreement, where 
communities of color, low income communities and other 
underrepresented groups can influence the development and 
implementation of the Chesapeake Bay Watershed Agreement. 

Recommendation: Evaluate the possibility of starting a Community 
Advisory Board (or other related approaches) that could serve as (1) a 
sounding board and resource for development and implementation of 
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the Chesapeake Bay Watershed Agreement and (2) a feeder pool for 
identifying and developing leaders from communities of color, low 
income communities and other underrepresented groups to serve as 
representatives on groups throughout the Governance and 
Management Framework. If such a Community Advisory Board is 
formed, identify funding to compensate these leaders for their time. 

8.2 Partner with 
organizations that engage 
people of color, low income 
communities, or other 
underrepresented groups 
to implement the 
Chesapeake Bay 
Watershed Agreement. 

 ✓  ✓   Findings: Only 34% of survey respondents agree or strongly agree that 
CBP is meeting this metric. Management Approach 1.3 in the DWG 
Outcome Logic Table and Work Plan outlines a partnership with the 
Toxic Contaminants Workgroup. DWG Management Approach 1.4 
outlines a partnership with the Urban Tree Canopy Goal Team. DWG 
Management Approaches 4.2 and 4.3 set goals for identifying 
organizations and groups that work within diverse Chesapeake 
communities and identifying which groups may be good candidates for 
environmental restoration projects and programs; however, there is no 
parallel goal specifically for organizations run by and primarily serving 
communities of color and/or other underrepresented groups. No data 
provided to demonstrate implementation. 

Recommendation: Implement existing management approaches and 
track outcomes and lessons learned.  

Recommendation: Expand these efforts in parallel with expansion of 
implementation efforts related to Objective 8.1. 

8.3 Encourage CBP 
partners to adopt and 
disseminate a clear DEIJ 
statement or policy. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 
Only 10% of survey respondents agree or strongly agree that CBP is 
meeting this metric. 

Recommendation: Once CBP’s DEIJ statement or policy is developed, 
per the recommendations in Objective 1.2, share this succinct 
statement with CPB partners. Consider offering a webinar or pursuing 
other opportunities for discussion and dissemination of both the CBP 
DEIJ statement and the lessons learned in developing and adopting the 
statement. (For example, the annual Chesapeake Bay Watershed Forum 
may be a good venue to share the CBP DEIJ statement and goals with a 
broader watershed-wide audience, as well as the annual Choose Clean 
Water Coalition conference.) 

8.4 Encourage CBP 
partners to adopt an 
organizational DEIJ Plan 
and assess progress on the 
plan annually. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 
Only 7% of survey respondents agree or strongly agree that CBP is 
meeting this metric. 

Recommendation: Building off the dissemination of the DEIJ statement, 
per recommendation in Objective 8.3, offer a follow up webinar for CBP 
Partners that takes a deeper dive into DEIJ Plans, tracking and 
assessment. 

8.5 Encourage partners to 
consider DEIJ in messaging, 
materials and distribution 
avenues. 

✓   ✓   Findings: No data provided to demonstrate planning or implementation. 
Only 12% of survey respondents agree or strongly agree that CBP is 
meeting this metric. 

Recommendation: Share the guidance developed in response to 
recommendations considering DEIJ in messaging, materials and 
distribution avenues broadly among CBP Partners. 
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8.6 Encourage CBP 
partners to offer DEIJ 
training and tools to their 
board, staff and volunteers. 

 ✓   ✓

28 
 Findings: Only 7% of survey respondents agree or strongly agree that 

CBP is meeting this metric. Management Approach 2 in the DWG 
Outcome Logic Table and Work Plan outlines partnerships with Federal 
agencies and States to provide trainings to increase equity and inclusion 
in hiring practices. The grant under which the DEIJ Readiness 
Assessment is being conducted includes development of trainings and 
tools on DEIJ, racial equity and EJ issues in Fall 2019. 

Recommendation: Ensure that the Fall 2019 trainings are prominently 
advertised and well attended, and that tools developed under this grant 
are distributed to CBP Partners. 

Recommendation: Ask Fall 2019 training participants and tool recipients 
to evaluate the trainings and tools and provide feedback on what 
additional trainings and tools could be valuable for them and for their 
colleagues.  

8.7 Encourage CBP 
partners to track, analyze 
and report on the diversity 
of their board, 
management, staff, interns 
and other advisory groups 
as relevant. 

 ✓  ✓   Findings: No data provided to demonstrate planning or implementation. 
Management Approach 2 in the DWG Outcome Logic Table and Work 
Plan outlines partnerships with Federal agencies and States to 
participate in career fairs, other pipeline building activities, and trainings 
to increase equity and inclusion in hiring practices; however, it does not 
specifically offer tracking and reporting guidance. The OW Diversity 
Dashboard data and resources could be helpful in this arena. 

Recommendation: Develop tracking and reporting guidance for CBP 
Partners. Where feasible, point CBP Partners to tools that are already 
established in the field instead of re-creating the wheel. 

Recommendation: Share the guidance broadly among CBP Partners. 

Recommendation: Develop an annual report capturing the information 
that is being tracked by CBP Partners to help build momentum and 
accountability across the partnership. 

 

 
28 This score is provisionally given, because a significant number of trainings are forthcoming in 2020. 



Planning for Success: 
 
Reflections on Organizational Success 

 

Thinking about what you have learned so far about CBP’s DEIJ Strategy: 

 
1. Which of the 2020-2021 priority actions might intersect with your work at CBP and/or at 

your own organization/agency? 
 

 A significant emphasis on strengthening CBP’s authorizing environment through developing a DEIJ 
Statement and updating various authorizing documents to reflect advances in CBP’s understanding of 
DEIJ.  

 Increase diversity and inclusion for staff, appointees, and volunteer bodies, with a focus on learning from 
people of color about their experience of the culture within CBP.  

 Build a common understanding of DEIJ and expanded capacity for DEIJ through trainings and identifying 
funding for staff and leadership to participate in DEIJ-related conferences and network building events.  

 Institutionalize efforts to advance DEIJ internally by disseminating the tools and resources developed 
under this phase of DEIJ work and budgeting for additional actions in 2021.  

 Distinguishing between (1) organizations that are run by and primarily serve communities of color and 
other underrepresented communities and (2) other organizations that engage these communities.  

 Build relationships with communities of color, low income communities and other underrepresented 
groups with a focus on listening through participation in EJ-led gatherings and developing a better 
understanding of who is already operating in this space.  

 Explore the options and determine a process for starting a Community Advisory Board (or similar entity) – 
composed of compensated environmental justice leaders and representatives from organizations led by 
people of color and other underrepresented groups – that could serve as (1) a sounding board and 
resource for development and implementation of the Chesapeake Bay Watershed Agreement, including 
GIT workplans and grant-making, and (2) a feeder pool for identifying and developing leaders from 
communities of color, low income communities and other underrepresented groups to serve as 
representatives on groups throughout the Governance and Management Framework.  

 Advance diversity, equity and inclusion through GIT workplan development and implementation with a 
focus on incorporating leaders from communities of color and low- income communities into decision-
making and implementation.  

 Advance diversity, equity and inclusion through grantmaking with a focus on updating DEIJ and EJ criteria 
in grant targets and evaluation.  

 Advance DEIJ Performance of CBP Partners with a focus on including them in the 2020 trainings and 
disseminating tools and resources to them as they are developed by CBP.  

  



Planning for Success: 
 
Reflections on Organizational Success 
 

2. How can you help to implement recommendations from the DEIJ Strategy in the work of 
your own organization/agency? 

 

 

 

 

 

 

3. How can you help to implement recommendations in the DEIJ Strategy in the work of the 
teams you work with as part of the CBP?  (e.g., workgroups, Management Board, Advisory 
Committee, Goal Implementation Teams you are a part of) 

 

 

 

 

4. What supports might you need from the CBP Diversity Workgroup? 
 

 

 

 

5. Are there any additional training topics you would like CBP to provide trainings on to 
support implementation of the CBP DEIJ Strategy? 
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