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TOWN OF ORONO
Inclusion and Equity Toolkit
to Assess
Policies, Initiatives, Programs, & Budgets
I. Introduction
The purpose of this Toolkit is to:
● Help Orono gather data and information to identify areas for change and improvement,
including specific actions and targets that will lead to improved outcomes for communities
of color and/or other historically underrepresented individuals..
● Spur dialogue that leads to greater understanding and commitment to address equity
issues in Orono.
● Formalize a process of seeking out information, resources, mutual support, best practices,
and improvement tools for promoting equity in our municipality.
● Build shared accountability for progress in achieving equity in Orono.
The Town Council evaluated municipal efforts across the country and seeks to align the
Town of Orono with these best practices in a manner that is “right-sized” for our
community, its experiences, and its needs. The National League of Cities (NLC) instituted the
Race, Equity and Leadership initiative (REAL) to “strengthen local leaders’ knowledge and
capacity to eliminate racial disparities, heal racial divisions and build more equitable
communities.” NLC recommends 7 ways that municipal leaders can address racial inequities in
their communities:
1. Build Trust.

Support community engagement that is part of a larger strategy
to reach out to all parts of your city or town.

2. Get the Facts.

Get data about health, education, housing, income, criminal
justice, economic development and other relevant measures in
your city or town that is disaggregated by race and ethnicity.
(Consider using a racial equity assessment tool.)

3. Listen.

Offer strategic and consistent opportunities to facilitate
conversations and include all voices.
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4. Lead.

Be a local proponent in your community for racial equity
policies, programs and practices. (Many cities and towns adopt
formal resolutions or proclamations declaring their intention to
address these issues and laying out or committing to a racial
equity action plan.)

5. Change.

Use a racial equity framework (or lens) to determine how
local policies, initiatives, programs and budgets impact
racial equity in your city or town, then follow through on
necessary changes.

6. Provide Training.

Make racial equity training available to elected and appointed
leaders in your city or town, as well as staff and community
leaders.

7. Prioritize Accountability. Track qualitative and quantitative data indicators to mark
measurable progress in racial equity actions and initiatives.
(Racial Equity Action Plans have been used to define what
actions will be taken, how progress will be measured against
established goals over what timeframe and who will be
responsible.)
Respond to the needs of and requests from our local community:
Orono’s Town Council has committed to addressing issues of racial equity and, more broadly, the
impact of policy on community members with historically underrepresented individuals.. Some
aspects of this toolkit will focus specifically on race and ethnicity, while others will attempt to
respond to inclusion and equity for historically marginalized or disenfranchised populations.
How this toolkit was developed:
This toolkit includes excerpts from helpful materials developed by the Connecticut Conference of
Municipalities (CT), the Metropolitan Area Planning Council (MA), and the Vermont League of
Cities and Towns (VT), as well as materials developed by larger and better-resourced cities across
the country, modified to fit Orono’s specific size, goals, and needs. These materials range from
equity assessment tools to sample resolutions and proclamations to ‘equity how-to’ strategies and
formal action plans.
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II. Checklist
Municipal Equity Checklist
This Municipal Equity Checklist (adapted from the CCM model) is designed to give municipal
leaders concrete ideas and action steps, with the goal of making real progress toward equity in a
given community. The checklist was designed to encourage municipal leaders to carry out as many
of the action steps as possible, with the understanding that the number and nature of actions
different municipalities undertake will likely vary from town to town. Many of the Checklist action
steps have corresponding tools or best practices available in CCM’s Racial Equity Toolkit or on
CCM’s Race Equity Resources webpage. In the interest of transparency, municipal leaders are
encouraged to share their progress and best practices with their community at large.
This Checklist is adapted from the following sources: the Connecticut Conference of
Municipalities and a Self-Assessment tool created by the Coalition of Communities of Color.

Organizational Commitment, Leadership, and Governance

⬜ Has your municipality adopted a proclamation or resolution or other public statement
committing to addressing racial equity and social justice?
⬜ Does your municipality have an internal structure whose goal is to address issues of inclusion
and equity (e.g. Equity Committee, Equity Officer...)?

Equity Policies and Implementation Practices

⬜ Does your municipality have a specific equity policy?
⬜ Does your municipality have a written equity plan with clear actions, timelines, people

responsible for each action, indicators of progress and processes for monitoring?
For clarity on what this item means, please refer to the following:
https://www.mapc.org/resource-library/remap/ (Massachusetts has a pilot program
involving several cities working through a year-long process of developing an equity
plan. The results are intended to be shared so as to assist other municipalities in
developing their own equity plans.)

⬜ Does your municipality have a process to consider decisions on policy, procedures, etc.
through a racial equity and social justice lens?
⬜ Are municipal communications and materials assessed for inclusion and equity and reviewed
to reflect your community’s diversity?
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Service-Based Equity

⬜ Do you collect racial, ethnic, linguistic, and other demographic data on your constituents?
⬜ Do you provide language interpreter/translator services for people who speak languages other
than English?
⬜ Do you measure constituent use of and satisfaction with your municipal services? If so, is
your data segmented by a variety of identifiers, such as race, ethnicity, age, ability, etc.?

Municipal Workforce Composition

⬜ Do you collect and review data on racial, ethnic and linguistic makeup of your workforce?
⬜ Does your municipality have written procedures to increase recruitment, retention and
promotion of people from marginalized or historically disenfranchised groups?
⬜ Does your municipality have an internal committee/position dedicated to promoting
workforce diversity and inclusion?
⬜ Is equity and cultural competency training made available to your workforce?
⬜ Do employee performance appraisals include progress on equity goals?

Community Collaboration

⬜ Does your municipality have formal partnerships with organizations representing community
residents of historically disenfranchised groups to secure feedback and advice on inclusion
and equity?

⬜ Does your municipality allocate resources for engagement and outreach in communities of
color?

Budget and Contracting Practices

⬜ Does your municipality have a process to consider budgetary decisions through an equity and
inclusion lens?
⬜ Does your municipality have a Minority, Women and Emerging Small Business policy to
guide it’s procurement and contracting processes?
⬜ Does your municipality implement procurement and contracting processes that provide more
access and opportunity for communities of color?
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III. Getting Started
1)

Adopt specific equity goals.

2)

Agree upon strategies to achieve those goals.

3)

Create an action plan that is driven by research with accountability in the form of an annual
review and update.

1. Use an equity framework:
Use a framework that clearly articulates racial equity; implicit and explicit bias; and individual,
institutional, and structural racism as well as other barriers that exist for historically marginalized or
disenfranchised communities.

2. Build organizational capacity:
Commit to the breadth and depth of institutional transformation so that impacts are sustainable.
While the leadership of elected officials and staff is critical, changes take place on the ground,
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through building infrastructure that creates racial equity experts and teams throughout Town
government.

3. Implement inclusion and equity lens:
Inequities are not random; they have been created and sustained over time and will not disappear on
their own. It is essential to use inclusion and equity lens when changing the policies, programs, and
practices that perpetuate inequities, and when developing new policies and programs.

4. Be data driven:
Measurement must take place at two levels—first, to measure the success of specific programmatic
and policy changes; and second, to develop baselines, set goals, and measure progress. Using data in
this manner is necessary for accountability.

5. Partner with other institutions and communities:
Government work on inclusivity and equity is necessary, but insufficient. To achieve inclusivity and
equity in the community, the government needs to work in partnership with communities and
institutions to achieve meaningful results.

6. Operate with urgency and accountability:
When change is a priority, urgency is felt and change is embraced. Building in institutional
accountability mechanisms using a clear plan of action will allow accountability. Collectively, we
must create greater urgency and public commitment to achieve racial equity.
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IV. Equity Assessment Tool
Municipal leaders should refamiliarize themselves with the following before moving on to the
assessment worksheet:

1. Proposal: What is the policy, program, practice or budget decision under
consideration? What are the desired results and outcomes?
Questions to consider:
a. Can you concisely describe the policy, program, practice, or budget decision under
consideration?
b. What are the intended results (in the community) and outcomes (within the organization)?
c. What does this proposal have an ability to impact?
●
●
●
●
●
●
●
●

Children and youth
Community engagement
Contracting equity
Economic development
Environment
Food access and affordability
Town practices & services
Health

●
●
●
●
●
●
●

Housing
Human services
Jobs
Planning and development
Transportation
Utilities
Workforce equity

2. Data: What’s the data? What does the data tell us?
Questions to consider:
a. Will the proposal have impacts in specific geographic areas (neighborhoods, areas, or
regions)? What are the demographics of those living in the area?
b. What does population level data tell you about existing racial inequities? What does it
tell you about root causes or factors influencing racial inequities?
c. What performance level data do you have available for your proposal? This should
include data associated with existing programs or policies.
d. Are there data gaps? What additional data would be helpful in analyzing the proposal?
If so, how can you obtain better data?
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3. Community engagement: How have communities been engaged? Are
there opportunities to expand engagement?
Suggestions for equitable engagement:
a. When you use smaller groups to feed into a larger process, be transparent about the
recommendations and/or thoughts that come out of the small groups (e.g. Have a list of
all the groups you met with and a summary of the recommendations from each. That way
you have documentation of what came up in each one, and it is easier to demonstrate the
process).
b. When you use large group meetings, provide a mix of different ways for people to
engage, such as the hand-held voting devices, written comments that you collect, small
groups, etc. It is typical, both because of structure and process, for large group discussions
to lead to the participation of fewer voices. Another approach is to use dyads where
people “interview” each other, and then report on what their partner shared. Sometimes
people are more comfortable sharing other people’s information.
c. Use trusted advocates/outreach and engagement liaisons to collect information from
communities that you know are typically underrepresented in public processes. Again,
sharing and reporting that information in a transparent way allows you to share it with
others. For communities that have concerns about documentation status and interaction
with government in general, this can be a particularly useful strategy.
Questions to consider:
d. Who are the most affected community members who are concerned with or have
experience related to this proposal? How have you involved these community members
in the development of this proposal?
e. What has your engagement process told you about the burdens or benefits for different
groups?
f. What has your engagement process told you about the factors that produce or perpetuate
racial inequity related to this proposal?
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4. Analysis and strategies: Who will benefit from or be burdened by your
proposal? What are your strategies for advancing racial equity or
mitigating unintended consequences?
Questions to consider:
a. Given what you have learned from the data and stakeholder involvement, how will the
proposal increase or decrease racial equity? Who would benefit from or be burdened by
your proposal?
b. What are potential unintended consequences? What are the ways in which your
proposal could be modified to enhance positive impacts or reduce negative impacts?
c. Are there complementary strategies that you can implement? What are ways in which
existing partnerships could be strengthened to maximize impact in the community? How
will you partner with stakeholders for long-term positive change?
d. Are the impacts aligned with your community outcomes defined in Step #1?

5. Implementation: What is your plan for implementation?
Questions to consider:
a. Can you concisely describe your plan for implementation?
b. Is your plan:
● Realistic?
● Adequately funded?
Adequately resourced with personnel?
● Adequately resourced with mechanisms to ensure successful implementation and
enforcement?
● Adequately resourced to ensure on-going data collection, public reporting, and
community engagement?
If the answer to any of these questions is no, what resources or actions are needed?
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6. Accountability and communication: How will you ensure accountability,
communicate, and evaluate results?
Questions to consider:
a. How will impacts be documented and evaluated? Are you achieving the anticipated
outcomes? Are you having an impact in the community?
b. What are your messages and communication strategies that will help advance racial
equity?
c. How will you continue to partner and deepen relationships with communities to make
sure your work to advance racial equity is working and sustainable for the long haul?

V. Equity Assessment Worksheet
Title of policy, initiative, program, budget issue:
Description:
Department:
Contact:
Step 1. Set Outcomes
a. Describe the policy, program, practice, or budget decision under consideration.
b. What are the intended results (in the community) and outcomes (within your
organization)?
c. What opportunity areas will the issue primarily impact? (i.e. housing, public health,
community development, etc.)
Step 2. Involve stakeholders. Analyze data.
a. Are there impacts on geographic areas of town? (If yes, explain. If the issue impacts a
specific demographic in a non geographic way, please explain.)
b. What are the demographics of those living in the area or impacted by the issue?
c. How have you involved community members and stakeholders in this issue thus far?
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Step 3. Determine Benefit and/or Burden
a. How will the policy, initiative, program, or budget issue increase or decrease equity?
What are potential unintended consequences? What benefits may result? Are the impacts
aligned with your department’s community outcomes that were defined in Step 1?
Step 4. Advance Opportunity or Minimize Harm
a. How will you address the impacts (including unintended consequences) on equity? What
strategies address immediate impacts? What strategies address root causes of inequity?
How will you partner with stakeholders for long term positive change? If impacts are not
aligned with desired community outcomes, how will you realign your work?
Step 5. Transparency and Accountability
a. How will you evaluate the impact of this proposal and be accountable? How will you
evaluate and report impacts on equity over time? How will you retain stakeholder
participation and ensure internal and public accountability? How will you raise awareness
about the inequities related to this issue?
b. What is unresolved? What resources/partnerships do you still need to make changes or
address problems?

VI. Resources
Racial Equity Toolkit: An Opportunity to Operationalize Equity
Local and Regional Government Alliance on Race and Equity
Racial Equity Toolkit
Connecticut Conference of Municipalities
Equity Resources
Vermont League of Cities and Towns
Racial Equity Toolkit
Race and Social Justice Initiative, City of Seattle WA

