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TREC Change Team Webinar Supplement  

The following resources are offered to supplement the material covered during TREC’s change 
team webinar provided on February 17th, 2022.  Please review these materials to support 
development and management of an equity and inclusion change team at your organization.  
 
Change Strategies for Diversity Equity and Inclusion (DEI) 
Change teams are just one strategy that organizations use to increase diversity, equity, and 
inclusion. Here are some other strategies to consider. You can combine multiple strategies 
provided here.  
 

• Equity and Inclusion prompts – Phrases that prompt curiosity about decision making and 
evaluation of work, based on equity and inclusion goals. Some examples include: 

o How are we disrupting the non-profit industrial complex? 
o How are we centering black, indigenous, and people of color (BIPOC)? 
o How are we centering all abilities? 
o What individual biases are present? 
o How are we demonstrating anti-racist principles? 

• Choice Points: This strategy is offered by Race Forward. They teamed up with The 
Management Center to create an implementation guide you can access here. Choice 
Points are forks in the road where some paths replicate the status quo and other paths 
open opportunities for racial equity, inclusion, and belonging.  

• Strategic Planning Process – If you already have a strategic planning process, update it 
by adding tasks that gather feedback and needs on equity and inclusion work happening 
at the organization. This is a great strategy because it demonstrates the DEI is an equal 
part of the strategic planning process. It also opens the opportunity to deepen your 
mission and vision with language that showcases the organization’s equity an inclusion 
focus.  

• Board DEI Development – If you have a very small staff and a large board, the board can 
begin first, and share learnings with the staff. Boards can create their own change team 
or committee, use E &I Prompts, or consider Choice Points. 
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• Internal DEI Manager – A full-time DEI Vice President, DEI Manager, or a team of DEI 

managers can create and advance diversity, equity, and inclusion goals. If you don’t 
currently have funding for this, determine if you can raise funding through foundation 
grants, major donors, or an individual giving campaign until general funding can be 
used.  

• External Consultant – If you don’t have a DEI manager on staff, you could hire a 
consultant to support your work. An internal manager may also hire an external 
consultant at various stages of the journey. One common pairing is for an internal DEI 
manager to contract an external consultant during the assessment process. The 
consultant will gather data about the organization, develop an accurate understanding 
of the organizational culture, and propose next steps.  

• Change Team: A change team creates a development plan to meet the organization’s 
diversity equity and inclusion vision put forth by the executive director or senior 
leadership. The staff who are on the change steering committee or the change team are 
wearing two hats, one hat for their regular job and another as a change team member 
that is stewarding the organization's progress on DEI goals. The primary role of the 
change team is to create a path for the organization to change, which does not mean 
that they must assign themselves all the tasks. For instance, if the change team 
identifies that an equity and inclusion assessment, baseline survey, or audit is necessary, 
that does not mean change team members do the audit without resources or skills. 
Members might delegate the assessment work to a colleague who can or outsource the 
task to a consultant.   

 
Foundational Elements: Set Your Team up for Success 
You’ll need to make several decisions about the team structure and processes to set your team 
up for success.  
 
Membership: Use the following guidelines to create a team that represents a diversity of 
perspectives. Recommended criteria: 
 
• 3-8 members who represent a diversity of positional power. The number of members is 

flexible based on the size of your organization. What diversities are represented in the 
membership, including leads? What perspectives are missing? Multiple case studies cite 
diverse organizational hierarchy as an indicator of successful groups. 

• Members who manage organizational policy or strategy. This person can be a bridge to org-
wide policy and strategy work happening outside of the change team.  

• Those who have a desire and will to deepen equity and inclusion at the org 
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• Members who have support from supervisors. Some might need to drop projects to make 

room for the change work and it's critical that supervisors support shifts and flexibility from 
the beginning. 

 
Invite staff to apply for membership. Applicants do not have to already possess an 
understanding of this work. They only need be committed to learning and care about it. The 
invitation for membership should include expectation setting with supervisors.  
 
It is likely staff with marginalized identities are already experiencing inequity at work. Be careful 
to not place extra expectation or pressure on their participation within the change team when 
the change team environment often magnifies their disparate experiences. They deserve to 
make a choice about participation just like everyone else.  
 
Time Commitment:  
• What is realistic and effective for your organization? 
• How long will members participate or stay as leads? 
• Do we have or do we need to seek support from supervisors? 
• What is the planned start date? 
• TREC recommends that leads or co-leads allocate 8 hours per week to work on change team 

business.  
 
Decision Making: (graphic below) Download TREC’s full handout here. Try operating under one 
mode, rather than make the mode conditional on the decision.    
 
The “I Decide” mode is from the perspective of the Executive Director (E.D.) or Chief Executive 
Officer (C.E.O.), or whomever carries the highest authoritative or commanding power. It also 
applies to co-leadership structures where multiple E.D.’s or a management team share 
responsibility. The “We Decide” mode refers to shared power, where the power to decide is 
shared between a team or team lead and the E.D. The “You Decide” mode transfers decision 
making power from the E.D. to the project team or project lead.  
 
As you move from top to bottom, the decision-making modes carry increased states of inclusion 
and equity. For instance, “I Decide – Tell” does not include a process for gathering input from 
those affected (inclusion) or a process for designing an equitable solution that serves the staff’s 
disparate and intersectional experiences. In contrast, under the “We Decide – Join” Mode, 
teams or team leads, and E.D.’s have equal decision-making power over project or program 
decisions. This increases inclusion and equity respectively by inviting input from a diverse set of 
voices, and including those most affected by the decision.  
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You can also consider using the DARCI tool to create a detailed map of decision-making modes. 
The DARCI Decision Making Model clarifies your organization’s decision-making process by 
explicitly naming who is involved in decision making. If used early and often at your 
organization, your team will have clear expectations for their role in each decision or project 
and will feel more connected to and engaged in their work.  
 

 
 
Communication 
What avenues exist for the change team to communicate with the staff, ED, and Board? 
What communication vehicles need to be created or expanded? 
How frequently do you communicate progress and request feedback of the staff and board? At 
a minimum, check-in with the organization and your ED on a quarterly schedule, and connect 
with the board at least 1 per year.  
 
Resources 
Will staff receive additional pay? 
What funds do you have to support the ideas of the change team?  
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Key: Maintain awareness of how the “taking” of time, resources, and ideas from individual 
members can become exploitive if the team members aren’t seeing direct results from their 
actions. Mitigation can include actions like: (1) making sure that a team member’s participation 
in the core team is recognized during their annual performance review. (2) The provision of 
“comp time” (extra time off) when they’ve been working overtime on change team tasks.  
 
Tools for Effective Change Teams 
 
Please download TREC’s Set-Up and Management Checklist for Change Teams. Additional 
context and details on goal setting and planning are provided below.  
 
GOAL SETTING 
Change Teams are responsible for creating organizational goals and communicating them to the 
entire organization, including the board of directors. It can feel very daunting to write goals for 
the first time. We recommend that you use the S.M.A.R.T.I.E. framework offered by The 
Management Center. Their structure ensures that your goals about equity and inclusion are 
actually equitable and inclusive of a diversity of perspectives. Otherwise, you run the risk of 
mission-mirroring, which is a “phenomenon that occurs when an organization becomes 
enmeshed internally in the same conflicts it was founded to deal with externally.” (Allyn 765) 
 
S.M.A.R.T.I.E. stands for Strategic, Measurable, Ambitious, Realistic, Time-bound, Inclusive, and 
Equitable. “SMARTIE goals are about including marginalized communities in a way that shares 
power, shrinks disparities, and leads to more equitable outcomes.” (The Management Center). 
Check out the links below for worksheets, examples, and guides on creating SMARTIE goals.  
 
Equity and Inclusion Goal Setting Guide 
S.M.A.R.T.I.E. Goal Worksheet 
S.M.A.R.T.I.E Goals Bank 
 
DEVELOPMENT PLAN TEMPLATE 
After creating your goals, you can use this development plan template, or create your own! A 
development plan tool helps you track team tasks and communicate progress to the 
organization and board.   
 
Change Team Guides and Examples 
 
• Cultures Connecting Equity Team Guide: This is a guide for creating a change team or equity 

team. It is provided by Cultures Connecting, LLC and is influenced by the work of Glenn 
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Singleton. It has an excellent and concise explanation of the role and tasks executive 
leaders must adopt to ensure the change team’s success.  
 

• Racial Equity Core Team Guide: This is a change team guide, specific to racial equity 
provided by the Government Alliance on Race and Equity (GARE). “This guide provides 
jurisdictions and organizations with the tools and strategies to establish and scale a cross-
departmental Core Team, as well as case studies from GARE Network Members.” 
 

• Systems Change & Deep Equity: Pathways Toward Sustainable Impact, Beyond “Eureka!,” 
Unawareness & Unwitting Harm “This monograph by Sheryl Petty, Movement Tapestries, 
and Mark Leach, Change Elemental, illuminates essential dimensions of approaches to 
Systems Change, which are intimately connected with Deep Equity. It also offers ideas 
about how to bring racial — and other intersecting aspects of equity — more deeply and 
centrally into your systems change work. The combination of the systems change and deep 
equity fields is critical work for the next phase of our human evolution, to become the 
societies we hope for in our deepest hearts.” (Petty and Leach) 

 
Free TREC Webinars on Diversity, Equity, and Inclusion 
Check out these free TREC webinars to increase your knowledge and skills for doing the change 
team tasks in an equitably and inclusively.  
 

• Getting Woke, Staying Woke: What Does it Really Mean?: Being “woke,” the state of 
being aware of and attentive to issues of racial and social justice, is a state you may or 
may not be in now–in this session, learn how to get there and stay there, and turn this 
attention into practice. This webinar focuses on key components of designing and 
implementing equitable practices. More specifically, we will examine the equity paradox: 
how we believe in equity, yet our behaviors and decisions don’t always reflect that belief. 
Participants will leave with increased understanding of implicit bias and the mind science 
behind it. In addition, participants will leave with tools to begin and/or deepen equitable 
practices on an individual level. 
 

• Bolster the Health of your Team by Building a Culture of Engagement and Inclusion: 
Engaged staff members who feel not only seen but valued for their diverse perspectives 
and experiences are more likely to innovate, take on challenges, stay on the job, and 
work as a team. These essential qualities make all the difference when it comes to 
increasing your impact and building the inclusive movement we collectively seek to 
create. In this webinar, you’ll explore core practices that support engagement and 
inclusion, and leave with a running start on next steps to support your team, whether 
you’re operating virtually or in-person. 
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• Developing an Inclusive Culture: Developing an inclusive culture sounds great in theory, 
but what does that really mean? What is the difference between inclusive behaviors and 
inclusive culture? Through interactive content and discussion, we unpack why inclusive 
culture is critical for effective supervision and leadership. We examine components of 
organizational culture and identify elements of an inclusive culture. 
 

• DEI: Holding Ourselves and Each Other Accountable: This session will explore the myriad 
of ways accountability can show up as we journey towards more equitable and inclusive 
workplaces. How do we know we are doing it right? What happens when mistakes are 
made, or harm is done? We will look at accountability strategies to support your goals 
for diversity, equity, and inclusion and discuss how those intersect with your 
organizational culture. Participants will leave with examples of DEI accountability 
processes within individual, team, and organizational contexts. 

• Laying the Foundations for DEI Work in Your Organization: An Introduction to Diversity, 
Equity, and Inclusion: In this webinar, The Avarna Group will build the foundations for 
DEI with TREC clients by (a) introducing precise language around diversity, inclusion, 
cultural competence, and equity so clients can become more fluent in foundational 
terminology; (b) map out the various reasons why DEI work is critical to the future of the 
conservation movement; and (c) provide an overview of what DEI work entails. 
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