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Introduction

This Vermont Agency of Agriculture & Food Markets (VAAFM) Racial Equity Action Plan was 
developed based on findings from an extensive agency-wide Racial Equity and Belonging 
Audit, followed by 10 co-design sessions with participants from across the entire agency. 
These sessions employed a framework developed by MMG EARTH called Collaborative 
Decision-Making (CDM). CDM is a term used to describe an iterative process that seeks to 
disrupt common top-down decision-making within organizations and government agencies.

The CDM process takes on a focus group model in 

which participants are invited, through a series of 

questions, to share their feedback and reflections on 

an organizational decision currently being considered 

or discussed by senior leaders. CDM is not defined 

or informed by consensus. This is because in a white, 

cisgender, heterosexual, non-disabled, wealthy, and 

Western dominant community, consensus would 

simply mean centering and prioritizing the voices and 

viewpoints of those holding dominant privilege within 

a working or governing community. When we engage 

in decision-making processes guided by principles 

of equity, organizational justice, and belonging, we 

realize that consensus can often push us farther away 

from equitable outcomes. 

Instead, this process is similar to a qualitative 

research activity in which researchers look for shared 

perspectives across different staff and leaders. Instead 

of only following the loudest voices, the process 

identifies connecting patterns which point to a specific 

interest in a theme or decision. For example, during our 

planning sessions, a number of VAAFM staff expressed 

wanting to focus first on internal commitment to 

racial equity like learning and unlearning, developing 

a shared language, and understanding how this work 

can improve the working conditions and environment 

for VAAFM staff, providers, and administrators. The 

expected outcomes from a single action or series 

of actions vary from person to person. This action 

plan is just a beginning. It does not describe what 

VAAFM’s commitment and actions to racial equity and 

belonging will look like 5 or 10 years from now, but it 

is a first step. Anyone will tell you that before you can 

run, walk, or wheelchair race a marathon, you need 

a plan. Advance preparation is what gets you to the 

marathon. Racial equity work is similar. Before VAAFM 

can begin its marathon, staff and leaders need to 

prepare. This action plan represents that preparation. 
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MMG EARTH is the first Black and nonbinary-led research and change management firm in 

the United States. Through our work, we center the principles of social and racial justice in all 

that we do. We understand the ways that the experience of inequity is shifted and changed 

at various intersections of identity. We center intersectionality (the concept originally coined 

by Kimberlé Crenshaw) as a critical pillar in our change management and organizational 

transformation practice. As a starting point, we conducted co-design sessions to gather 

reflections and first responses to the REBA recommendations:

How This Process Was Structured

We led an extensive Racial Equity and Belonging Audit (REBA)

Phase 1

We invited VAAFM staff to join us for 60-minute co-design sessions to share which 

recommendations they wanted to see prioritized within VAAFM’s racial equity and 

belonging work.

Phase 2

The IDEA Working Group applied the knowledge they gained during the REBA process to 

lead an action planning session with various members of VAAFM staff and leadership.

Phase 3

MMG EARTH led a follow-up action planning process to gather all the reflections shared 

during the initial meeting with the IDEA Working Group. From there, MMG EARTH drafted 

this action plan focused on compiling all the learning from the entire process into a detailed, 

yet to the point, Racial Equity Action Plan for the Agency. 

Phase 4
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This action plan is intended as a guiding tool for VAAFM leaders and IDEA Working Group 

members in their implementation and next steps of the Agency racial equity and belonging work. 

This plan is presented with the understanding that progress is always better than perfection. The 

action plan utilizes feedback from our co-design sessions to document the most pressing next 

steps identified by staff members working within the organization.

In each section, you will find specific action items presented by MMG Earth. Below each item, there 

is a corresponding commitment that was crafted from the Working Group. This commitment is to 

help put the action item in the language of the Agency and to ensure the language and purpose 

makes sense in the Agency’s context. 

In addition, you will find an appendix with the same MMG action item and Working Group 

commitment. Additionally, there are detailed commitments, end goals, outcomes, measures of 

success, and lingering considerations for each of the action items. This appendix was designed 

during two IDEA Working Group meetings and presented to the full Agency for input and final 

editing. This was in effort to enhance buy-in and collaboration with all Agency staff to ensure 

these are the appropriate commitments for this work.

Below you will also find a Manager Informed Consulted Helper Accountable (MICHA) framework, 

which is a framework we use at MMG EARTH to build action and implementation plans. The 

priorities participants identified during the co-design sessions are presented below. Each section 

provides a description of the priority, a connection point (which outlines how the focus aligns 

with work the Agency is currently doing) and challenges and opportunities (which outlines how 

the focus or theme will challenge the Agency to build new muscles and lenses for engaging in 

this work). 

As you review this action plan, we ask you consider the following:

How To Use This Document

We can start from anywhere, but organizational justice 

and equity work is most effective when we start by 

intervening in and stopping harm early in the process. 

When we build an action plan, it’s much like telling a 

story. A story can begin anywhere we would like it to 

begin. Often white dominant organizations that aim for 

a perfect start quickly lose momentum and trust when 

tangible results are not immediately seen, felt, and 

experienced by staff, leaders, and community. 

We don’t know what we don’t know. Ask any project 

manager if they’ve ever had a project unfold exactly as 

they thought it would and most likely the answer will be 

“no.” People are unpredictable. Dynamics change and 

evolve both quickly and slowly in ways we can antici-

pate and in ways we cannot. Take this project plan with 

a grain of salt. Set high expectations for outcomes and 

moderate expectations for frequency and speed. Mean-

ingful actions can happen quickly, slowly, or unexpect-

edly. Remember the Three C’s: consistency, communi-

cation, and commitment.

BACKGROUND
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When you review this action plan for the first time, it might feel daunting. The good news is that 

you have resources. Countless frameworks and resources now exist for government workers and 

elected officials looking to engage in equity and belonging work. 

The Government Alliance on Race and Equity (GARE) is a national network of governments 

working to achieve racial equity and advance opportunities for all. During our co-design sessions, 

we presented participants with GARE’s theory of change (outlined below) for racial equity work 

in government. 

In their manual, Racial Equity Action Plans: A How-to-Manual, GARE writes, “The ultimate goal of 

a jurisdiction’s racial equity work should be to eliminate racial inequities and improve outcomes 

for all racial groups.” Government plays a primary role in the creation of racial inequities through 

various laws, policies, and practices. Our ideas of “equality and justice” have shifted over time, 

and we now have collective values for a more inclusive democracy. To achieve our aspirations and 

to achieve different outcomes, we need to fundamentally transform government. This requires 

high level leadership, committed action teams, supportive community leaders, and effective 

structures and practices. But what guides this change? A new theory of change to achieve racial 

equity should guide your jurisdiction and its plan to make transformative change. 

GARE’s recommended theory of change does the following:

Gare’s Theory Of Change

BACKGROUND

Establish racial equity as a key value by developing a shared understanding of key concepts 

across the entire jurisdiction and promote a sense of urgency to make changes. 

Normalize

Build staff and organizational capacity, skills, and competencies through training while also 

building infrastructure to support the work, like internal organizational change teams and 

external partnerships with other institutions and community. 

Organize

Put theory into action by implementing new tools for decision-making, measurement, and 

accountability like a Racial Equity Tool and developing a Racial Equity Action Plan. 

Operationalize

https://www.racialequityalliance.org/wp-content/uploads/2016/11/GARE-Racial-Equity-Action-Plans.pdf
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In our co-design sessions, the priority themes that emerged were:

Findings: Top Priorities  

and Recommendations

Education with a goal for action

Vision, mission, and communications strategy 

Procedures and opportunities for accountability and trust

This section dives into these top priorities and what they mean for 

VAAFM. The Working Group will also engage collaboratively with the 

State of Vermont Office of Racial Equity (ORE) Education and Outreach 

staff as they work to prioritize and institute these action items. We aim 

to engage ORE to leverage the work of others across State of Vermont, 

assure there is a baseline of quality and consistency across state trainings, 

and utilize the shared resource library that is being created. While some of 

the following work will be specific to the VAAFM context, we hope to both 

learn from other State entities and share our work and lessons learned 

with other State Departments and Agencies, in collaboration with ORE.
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GOAL FOR ACTION

I am here because I have something to learn 

and something to share. Our Agency has 

systemic practices, policies and behavior 

that are rooted in white supremacy culture. 

And most of us are unaware of and would be 

horrified to understand the impact of our efforts 

on others. We do have a desire to learn from 

one another, implement new ways, and make 

change. We are supportive and committed 

to a landscape, an industry, and a culture of 

community that believes we can do better, be 

more aware, and be more inclusive.”

— VAAFM CDM Participant

“
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What education is needed to support managers and 

leaders in identifying instances of inequity and in 

understanding their role in intervention?

Ideological

What practices and procedures can be evaluated now 

through a lens of racial equity and belonging? What 

metrics can VAAFM develop to identify when internal 

and external practices and policies marginalize or 

disenfranchise People of Color and other historically 

and currently marginalized people? 

Institutional

What resources can VAAFM provide which will 

support staff in learning about race and identity, and 

will contribute toward building a culture of belonging, 

equity, and inclusivity? 

Individual

How can the IDEA Working Group support Agency 

leaders in developing the lens, knowledge, and 

perspective needed to guide VAAFM forward in this 

work?

Interpersonal

EDUCATION WITH A 
GOAL FOR ACTION

1. GRCC. (n.d.). The Four I’s of Oppression . Grand Rapids Community College.
https://www.grcc.edu/sites/default/files/docs/diversity/the_four_is_of_oppression.pdf.

VAAFM, just like all state agencies across the United States, needs to educate staff and leaders on racial equity 

and belonging within state government. This identity-focused education will need to consider the unique needs 

of VAAFM administrators, practitioners, and providers. For example, for those staff who are often out in the 

community and working directly with farm and food businesses, producers, and processors, an approach to 

education would need to meet them where they are and work around their day-to-day work commitments. Co-

design session participants agreed that talking about racial equity in the abstract is not enough. Agency staff 

and leaders would benefit from education focused on supporting each other in actively contributing towards 

VAAFM’s commitment to racial equity. To develop this education plan, we suggest exploring the following 

questions, based on the 4 I’s framework, adapted by the Chinook Fund1, which gives us a deeper understanding 

of how oppressive systems in our society are constructed:

What Does This Mean? 
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Over the past several months, the IDEA Working Group has worked with 

a research and change management firm to understand the state of racial 

equity and belonging at VAAFM. IDEA Working Group members have 

changed considerably throughout the process and have subsequently 

leveraged their knowledge and social capital to bring more staff and leaders 

across VAAFM into this process. That means they have the fundamental tools 

to use this newfound knowledge and skills to build awareness of this work 

and to share their perspective and learning with others.

Connection Point

Currently, VAAFM staff do not all work in the same, singular environment. 

Staff working directly with farmers and producers outside of an office 

environment have more limited availability and will require unconventional 

and innovative approaches to engage due to their schedule constraints. It 

will be important to provide them with the same quality of education and 

awareness-building that is being offered to staff who work in an office or 

remotely from home.

Challenges + Opportunities

The actions enumerated below were presented to VAAFM by MMG. VAAFM’s 

response to each action item and commitment to action is specified below 

each item.

Actions

EDUCATION WITH A 
GOAL FOR ACTION

MMG recommendation: Develop a 2-year education strategy for the 

Agency. The strategy will need to center racial equity through an 

intersectional lens. We recommend including LGBTQIA+ terminologies, 

key concepts, themes, and vocabulary. 

VAAFM commitment: The IDEA Group will develop an education 

strategy that includes education about racial equity and other 

intersectional topics including disability justice, language access, gender, 

class, and sexuality.

Education Strategy Document
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Actions (continued)

EDUCATION WITH A 
GOAL FOR ACTION

MMG recommendation: Develop a list of shared vocabulary and 

resources in a hub that can be accessed by any member of Agency staff 

at any time. 2x a quarter update the Internal Racial Equity + Belonging 

Hub with resources or reflections from an VAAFM member on the 

importance of this work and individual aspirations they hold for its long-

term success. 

VAAFM commitment: The IDEA Group will develop and structure a 

SharePoint Document Library or similar site that will be accessible 

to all Agency staff and that will host a variety of shared racial equity 

resources. This site will be a central point for sharing the resources (such 

as vocabulary lists) developed by VAAFM as part of their Action steps 

and also for saving/sharing articles, documents, and other reflections on 

racial equity topics. The IDEA Group will file relevant resources in this 

library as they develop and come across them and will keep this shared 

library up to date and organized.

IDEA Internal Resource Hub

MMG recommendation: Work with an external facilitator to lead an 

initial Racial Equity training for all members of IDEA Group + Action 

Plan Design session participants. This training should be led prior to 

all staff training so that participants can assist with organizing various 

departments and teams around racial equity training attendance.

VAAFM commitment: The IDEA Group will collaborate with Agency 

leadership to look for funds to support bringing in an external contractor 

to develop training materials (e.g., webinar recording, slides, handouts) 

and train IDEA Group staff for a mentor style training program to better 

prepare IDEA Group members to be advocates for and educators about 

racial equity within the Agency. The IDEA Group will develop a plan for 

revisiting and updating training materials to ensure they are up to date 

over time.

Training for IDEA Working Group
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GOAL FOR ACTION

MMG recommendation: Work with an external facilitator to lead an initial 
Racial Equity training for all VAAFM staff. We recommend that this first 
training be optional and that managers, supervisors, and directors across 
VAAFM talk to their teams in advance about the importance of the work 
and education. 

VAAFM commitment: The IDEA Group will collaborate with Agency 
leadership to look for funds to support bringing in an external contractor 
to make racial equity training available for all staff members within 
the Agency. VAAFM leadership and supervisors will demonstrate their 
commitment by attending themselves and will strongly encourage 
staff to attend. In future, VAAFM may work with external facilitators 
to continue to incorporate racial equity trainings into annual all-staff 
meetings. This will be a jumping-off point for future work, as we know 
one training will never be sufficient for meaningful change.

All Staff Racial Equity Training 

MMG recommendation: Leverage the education strategy to develop 
a program of events that encourage self-reflection, dialogue, and 
understanding across varied intersections of identity. These small 
group sessions would not have to be workshops, but could instead 
be facilitated by IDEA Group members or an external facilitator and 
focus specifically on creating spaces for staff and leaders to talk to one 
another and develop understanding.

VAAFM commitment:  Informed by the education strategy and 
supported by the racial equity training of IDEA Group members, the 
IDEA Group will continue to develop an ongoing series of open, brave 
spaces for constructive (rather than instructive) conversation about 
racial equity and belonging topics that are open to all VAAFM staff. 
These sessions will focus on applied learning. This could take the form of 
a community of practice. 

Open Routine IDEA Sessions 

Space for Conversation & Connection 

MMG recommendation: Hire Racial Equity Coaches for Agency leaders 
with the aim of supporting them in becoming well-versed in issues of 
social injustice and racial equity.

VAAFM commitment:  The IDEA Working Group did not come to 
consensus on how or whether to institute this recommendation, asking 
questions like: would these be internal or external? Is this the best way 
to build awareness? Can we do this in a different way that works for our 
Agency? We will hold this as an item for discussion and integrate into 
action planning and prioritization. 

Racial Equity Coaches
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COMMUNICATIONS STRATEGY

We are here to plan for, act upon, carry forward, 

and further the Inclusion, Diversity, Equity, and 

Accountability knowledge and information 

received over the past many months under 

the in-depth facilitation of MMG EARTH. We’re 

here because we’re passionate about creating 

a culture of change where all are honored and 

valued and seeing VAAFM become a model 

and beacon of DEI in the workplace and in state 

government.”

— VAAFM CDM Participant

“
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Sometimes people don’t know how to support the work, because they 

have not been provided enough information. Education is the soil and 

the seeds; consistent and reliable communication is the water. We 

recommend that the IDEA Working Group create a pathway for ongoing 

communication between staff-led equity and belonging initiatives and 

leadership’s shared goals, progress, and intended outcomes for racial 

equity and belonging work.

To make this possible, the Working Group will need clear and detailed 

boundaries for the power they hold, and do not hold, to engage in 

decision-making, to intervene as necessary, and to support organizational 

direction as it relates to equity and belonging work. 

MMG EARTH recommends that the Working Group use what they have 

learned through the REBA process to communicate transparently with 

staff and organizational leadership.

Why is this being recommended? When engaging in equity and 

organizational justice work, one of the most common misconceptions 

is that each time we start we have to begin again from scratch. When 

we apply this approach to organizational equity work (especially within 

state government), we end up reinventing the wheel in ways that slow 

down our progress and create silos of knowledge and information that, 

if shared, could lead to more meaningful and longstanding outcomes 

related to organizational equity. 

What Does This Mean? 

VISION,  MISSION AND 
COMMUNICATIONS 
STRATEGY
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Connection Point
Through the REBA and CDM process, staff across divisions have been 

able to come together in ways that they usually cannot. They have been 

able to hear one another, share ideas, learn and unlearn from each other, 

and work towards developing a plan of action for VAAFM’s racial equity 

and belonging work. If these connections can be accomplished through 

this process, what more could staff and leaders do together, with a 

shared purpose and commitment to this work? The sky’s the limit.

VISION,  MISSION AND 
COMMUNICATIONS 
STRATEGY

Challenges and Opportunities
The IDEA Working Group has come a long way during this process. Each 

member represents a different lived experience and achievement as 

individuals who have applied themselves to learning the skills required 

to face discomfort and maintain a commitment to this work. The goal is 

not to look for values, vision, and mission that are so absolute that IDEA 

can’t agree to them collectively nor too vague that they don’t hold the 

power necessary to lead the group’s work. 

Actions
The actions enumerated below were presented to VAAFM by MMG. 

VAAFM’s response to each action item and commitment to action is 

specified below each item.

MMG recommendation: Decide on a frequency for communication 

updates to the Agency related to preemptively answering the What 

(What are you doing?) and Why (Why is it important?) of your 

current and future work. Outlining of the Group’s communications 

strategy for 1 year. We recommend that this strategy include an 

agreed upon “elevator speech,” which takes the above bullet points 

and condenses them so they are accessible to future Group members 

and to all VAAFM staff and partners.

VAAFM commitment: The IDEA Group will collaborate with the 

Agency Communications Team to develop a communications strategy 

to highlight the importance of racial equity work to internal and 

external partners.

Communications Strategy
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Actions (continued)

MMG recommendation: Develop a template for DEI Spotlights which can 

be presented during All Staff meetings and via the internal and external 

Racial Equity Resource Hub. The goal of this template is to introduce the 

spotlights across the Agency (what they are, why are they important, 

how they relate to the work of VAAFM.)

VAAFM commitment: The IDEA Group will develop a shared plan/

template for spotlighting individual divisions’ Racial Equity and Diversity, 

Equity and Inclusion work. This plan/template will be centrally located 

in the SharePoint resource hub. Program managers across VAAFM will 

be encouraged to use this plan/template to regularly share with their 

division team members and other divisions about projects they are 

engaged in that have a racial equity focus.

DEI Spotlight Integration into Routine Meetings 

MMG recommendation: Either via video or written letter, request that a 

senior member of leadership write a letter which links to the Resource 

hub above and responds to the following questions: Why was this audit 

so important? What commitment has the agency made to racial equity 

and belonging and why? Does engaging in racial equity work mean that 

other staff members are not as important? Publish this letter internally 

and then share externally on VAAFM website and via newsletters or 

email lists. Include in this letter an announcement about upcoming 

optional belonging and social awareness training for all members of 

VAAFM staff.

VAAFM commitment: As part of the official release of the MMG REBA 

report and the Action Plan, Agency Leadership will release a written 

and/or video statement to all staff underlining the value of Racial Equity 

work to the Agency’s mission. This statement will then be stored on 

the IDEA SharePoint Resource Hub, posted on our website alongside 

the REBA report and Action Plan, and shared with farmers and external 

partners via newsletter.

Letter of Support from Agency Leadership 

VISION,  MISSION AND 
COMMUNICATIONS 
STRATEGY
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Actions (continued)

MMG recommendation: Enlist the support of an executive sponsor 

who for one year will be most accountable for supporting the Group 

in setting and achieving its goals. 1x a month meet with this executive 

sponsor and support them in writing quarterly updates to VAAFM 

staff of what work is being done, why, and how it matters. Note: These 

communications need to offer tangible ideas for how the work is being 

moved forward, not empty promises.

VAAFM commitment: A person will be designated to attend IDEA Group 

meetings and serve as an advocate for this work and liaison to the 

Office of Racial Equity and other leadership, supervisors, and staff. They 

will generate quarterly updates on IDEA work that will be shared with 

all of AGR. They will serve as champion to keep leadership informed, 

accountable for spreading awareness, connecting with resources, and 

speak to high-level work of group and strategic planning for the future.

Executive Sponsor or Champion 

MMG recommendation: Develop an external facing Resource Hub 

focused on providing articles, podcasts, and videos on racial equity 

work in agriculture. We highly recommend that this hub not live 

behind a paywall and be open and available to anyone who visits the 

VAAFM website. 

VAAFM commitment: The IDEA Working Group did not come to 

consensus on how or whether to institute this recommendation. There 

was consensus that we should have some high-level information on 

our public-facing website about the IDEA efforts underway at VAAFM. 

There was also some interest in referencing state partners working on 

DEI in agriculture and featuring a few external resources on that page 

as well, but there wasn’t interest in curating and maintaining a list of 

podcasts and articles. The IDEA Working Group also discussed that 

finding outlets to continuously share about our work and our partner 

organizations’ work will be more effective in reaching people than 

building out a static webpage.  

External Facing Resource Hub 

VISION,  MISSION AND 
COMMUNICATIONS 
STRATEGY
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ACCOUNTABILITY AND TRUST

I’ve been thinking about power dynamics—how 

constituents view VAAFM and feel comfortable 

reaching out/pushing back/asking for what 

they need. I think we often try to counter this 

by being really kind, supportive, and available, 

which is great. But I’m here to learn more 

about how to break down some of those power 

dynamics and how some individuals may have 

more access or social capital to access VAAFM 

than others.”

—  VAAFM CDM Participant

“
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The conversation surrounding governance structures was the most 

popular theme among co-design session participants. Sometimes, when 

building action plans people can focus so much on where to start that 

they fail to start at all.

To figure out which structures to focus on first in this work, we don’t need 

to assign absolute truth to any single feeling or observation. The fact that 

the feeling exists is an invitation to be curious about its origin. In our 

discussions, VAAFM staff shared that the bureaucracy of state government 

can be confusing to navigate. In addition, participants discussed how 

this confusion is emphasized by shifts in government. “If we decide on 

a change and successfully reach our goal, how do we know that a future 

elected official won’t undo it,” one participant asked. 

There is no such thing as a perfect or absolute governance structure. 

Developing pathways for staff to connect, build capacity for difficult or 

uncomfortable conversations, and develop understanding of one another 

is an important aspect of governance that can support VAAFM in building 

the accountability and trust needed to engage staff and leaders in racial 

equity work for the long-term. 

Grant processes were another very common topic that was raised by 

staff and partners during the REBA process. We would highly suggest 

beginning by evaluating current grant processes to determine what 

short-term changes can be made and what long-term changes can be 

advocated for within the Agency. Learn more about simple steps to 

equitable grantmaking here.  

What Does This Mean? 

GOVERNANCE 
STRUCTURE FOR 
ACCOUNTABIL ITY 
AND TRUST

https://www.wizehive.com/blog/simple-steps-toward-more-equitable-grantmaking
https://www.wizehive.com/blog/simple-steps-toward-more-equitable-grantmaking
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The Agency has already undergone a fairly extensive Racial Equity + 

Belonging Audit process. The IDEA Working Group and grant program 

managers across Divisions can work together to use that process as a 

model for future improvements to our grants process and review decisions.  

Learn more about grantmaking with a racial equity lens here. 

Connection Point

Racial equity work has been in existence at the state level for many years 

but will be new to a number of staff and leaders at VAAFM. It’s important 

to keep in mind that you will experience resistance. Oftentimes, we see 

change within our organization as something we should fear. Racial equity 

and organizational belonging work exists to identify, diagnose, and solve 

problems. In a society founded on injustice and inequity, we are bound to 

uncover experiences and perceptions that differ from our own. This is a 

good opportunity to self-reflect on the ways that we not only experience 

marginalization but also the ways we experience privilege. Privilege often 

functions as a barrier to understanding. We don’t understand how others 

can experience so differently the same Agency we work in every day, so 

we disagree that inequitable experiences can be possible. As an individual 

who has experienced racialized bias or harm, we deny that anyone could 

ever experience an organization in a positive light. Absolutism destroys 

bridges and keeps us distracted. Nuance (where applicable) helps us to 

develop a more holistic view of people, the workplace, and greater society. 

Experiencing privilege does not mean that we are inherently bad people. 

Acknowledging this privilege and seeking to learn how it shapes our lived 

experiences and perceptions helps us to be the leaders our communities 

need to move this work forward.

Challenges + Opportunities

GOVERNANCE 
STRUCTURE FOR 
ACCOUNTABIL ITY 
AND TRUST

https://learningforfunders.candid.org/wp-content/uploads/sites/2/2018/12/equity.pdf
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MMG recommendation: Design a Racial Equity Charter to document 

VAAFM’s commitment to Racial Equity and Belonging. We recommend 

this charter include: Definitions for Diversity, Equity, Inclusion, Privilege, 

Race, Anti-Racism, and Racial Equity, Gender Equity, LGBTQIA+; Define 

the problem VAAFM is seeking to solve; Clearly define decision-making 

power that the IDEA Group holds, and what priorities the Group will 

focus on while being accountable to VAAFM staff and leaders; Process 

for decision-making (is decision-making based on consensus? Do 

specific members’ viewpoints hold more weight based on their lived 

experience with a specific form of harm, marginalization, discrimination, 

etc.)?; Outlining of the Group’s communications strategy for 1 year. 

We recommend that this  strategy include an agreed upon “elevator 

speech,” which takes the above bullet points and condenses them so 

they are accessible to future Group members and to all VAAFM staff and 

partners. Once finalized, present the Racial Equity Charter Agency-wide. 

VAAFM commitment: Once action planning is complete, the IDEA Group 

will meet to design a Racial Equity Charter. It will begin the design 

process by defining the problem that the Agency is seeking to solve. The 

IDEA Group will then discuss, reflect upon, and determine the structure, 

makeup, and decision-making process of the IDEA Group and its 

individual members’ roles, responsibilities, and authority. As part of this 

process, the IDEA Group will also re-visit its existing Mission and Vision, 

refining them if necessary. The IDEA Group will share the Racial Equity 

Charter with Agency leadership, the Office of Racial Equity, and Agency 

staff. The design of the Racial Equity Charter, revising of the existing 

Mission and Vision, and the outlining of the Year 1 communication 

strategy will be done closely alongside the work to develop an education 

strategy, including the development of a shared vocabulary, as described 

under “Education with a goal for action: Education Strategy” and the 

work to develop a strategy for communications as described in “Vision, 

Missions and Communications Strategy: Communications Strategy.” 

The Racial Equity Charter, the revised Mission and Vision, the Education 

Strategy and the Communication Strategy will inform the work of the 

IDEA Group moving forward.

Racial Equity Charter Document 

GOVERNANCE 
STRUCTURE FOR 
ACCOUNTABIL ITY 
AND TRUST

The actions enumerated below were presented to VAAFM by MMG. VAAFM’s 

response to each action item and commitment to action is specified below 

each item.

Actions
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MMG recommendation: Lead an annual meeting at the beginning of the 

year with the IDEA Logistics Group to discuss shared DEI goals and to 

provide input through a lens of DEI using the four I’s framework

VAAFM commitment: The IDEA Group will dedicate one meeting 

annually at the beginning of each year to revisit and update its Mission 

and Vision and goals; reflect on progress it has made to meet its goals; 

makes plans for the upcoming year, the next three years, and the next 

five years for taking action to further meet its goals; and establish 

standards to use to determine if it makes progress towards meeting its 

goals. It will perform this work informed by the framework of the Four 

I’s: ideological; institutional; interpersonal; and internalized oppression.

IDEA Group Annual Goals/Values/Strategies Retreat 

MMG recommendation: Lead an annual meeting to present VAAFM’s 

Racial Equity and Belonging strategy. 

VAAFM commitment: The IDEA Group, vocally supported by leadership, 

will share updates on the IDEA progress and strategies at semiannual 

All-Staff meetings and give opportunity for input from staff.

All Staff Annual Meeting on IDEA Strategy 

GOVERNANCE 
STRUCTURE FOR 
ACCOUNTABIL ITY 
AND TRUST

Actions (continued)

https://www.grcc.edu/sites/default/files/docs/diversity/the_four_is_of_oppression.pdf
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Actions (continued)

MMG recommendation: Choose 3-4 grantmaking practices or programs 

and audit them using a focus group model. Pay external partners 

to participate in focus groups, present short-term and long-term 

recommendations to executive leadership. Once grantmaking process 

changes have been approved, compose a communication update and 

share this update across VAAFM and with partners who participated in 

the focus groups. 

VAAFM commitment: The IDEA Group will examine the Agency’s 

grantmaking practices and programs and identify 3 to 4 specific areas 

to explore. The IDEA Group will then create a focus group to audit these 

identified practices and programs and make recommendations for 

changes, following a process and using standards informed by MMG’s 

work. If possible, an external facilitator will lead this focus group and 

external partners will be paid to participate in the focus group. The focus 

group will develop three sets of recommendations for making changes 

to the audited practices and programs – recommendations for changes 

to be made within 1 to 3 months, 6 to 9 months, and 12 to 18 months. 

The focus group will further identify whether any of the recommended 

changes need approval from leadership or Agency of Administration. 

The focus group will present these recommendations to the IDEA Group, 

Agency leadership, Office of Racial Equity, and Agency of Administration 

(as needed).  Any changes that do not require approval or that 

Agency leadership approves will be implemented. The IDEA Group will 

contact focus group participants to inform them of the changes to be 

implemented and thank them for their participation.  Acknowledging 

that the Agency’s contracting processes also would benefit from being 

audited with the DEI lens, the IDEA Group will consider convening a 

similarly structured contracts focus group when making workplans at 

annual meetings in the future. similarly structured contracts focus group 

when making workplans at annual meetings in the future. 

Grantmaking Focus Group
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The action plan will utilize the 
MICHA framework2 to organize the 
three primary priorities committee 
members named during the 
CDM process. MICHA stands for 
Manager, Informed, Consulted, 
Helper, Accountable and is a matrix 
used to clarify and define roles, 
responsibilities, and accountability.

The IDEA Working Group will 
take the action items in this plan 
and prioritize actions, develop a 
timeline, work through lingering 
questions, and establish roles and 
capacity needed to move each item 
forward. This work will be done in 
collaboration with Agency leadership 
and with consistent communication 
to internal and external stakeholders.

People or stakeholders who do the work. They must 

complete the task or objective and make decisions 

that drive the project forward as they oversee the 

work. Several people can jointly manage the progress 

of an action, task, or project.

Manager

People or stakeholders who need to give input before 

the work can be done and signed-off on. These 

people are “in the loop” and active participants.

Consulted

Person or stakeholder who is most accountable 

for the outcome. They must sign off when the task 

or objective is complete and approve any major 

decisions made by the manager. This person must 

make sure that responsibilities are assigned in the 

matrix for all related activities. Success requires that 

there is only one person or committee Accountable.

Accountable

People or stakeholders who need to be kept “in the 

picture.” They need updates on progress or decisions, 

but they do not need to be formally consulted, nor 

do they contribute directly to the task or decision. 

This section also includes the frequency of being 

informed.

Informed

External stakeholder who implements aspects of the 

work and contributes to success. The helper may 

own a significant area of work with its own MICHA (a 

cascading MICHA).

Helper

2. The MICHA framework is a framework MMG 
EARTH developed by integrating existing workflow 
frameworks, namely the RACI and the MOCHA.
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Developing structures informed by principles 

of equity and shared decision-making within 

an organization is no easy task - especially 

as it relates to justice and belonging work. 

It requires people to show up vulnerably 

and honestly. It also means developing skills 

needed to build brave spaces where people 

can surface their agreement and alignment but 

also where disagreement can be discussed and 

acknowledged. VAAFM has reached a major 

milestone. It now holds a unique position where 

collective insights, knowledge, and commitment 

sit at the beginnings of a strong foundation. 

Now is the time to push the work forward. 
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Education With a Goal for Action

What is our commitment (action)? The IDEA Group 

will develop an education strategy that includes ed-

ucation about racial equity and other intersectional 

topics including disability justice, language access, 

gender, class, and sexuality.

What is the end goal (overall vision statement)? 

Agency staff will be more educated about racial eq-

uity and intersectional topics and have the tools and 

support to continue learning about these topics over 

time once the strategy is implemented. The Agency 

will adopt a shared language for talking about racial 

equity and belonging. Investing in our education will 

help Agency staff and leaders continually identify ar-

eas where we want to revise how we operate. When 

we are aware of the history of why systems operate 

how they do, we will be better resourced to avoid 

causing more harm. 

What is the outcome (product)?

• An education strategy document will be de-

veloped

• Education strategy document will include list 

of definitions of key concepts, themes and vo-

cabulary including LGBTQIA+ terminologies

 

How will we know the outcome was successful?

• 100% of staff are shared definitions and strat-

egy guide and know where to find in future.

• Educational strategy is used to guide staff 

training and events.

Roles: IDEA Group with leadership support, poten-

tially supported by outside contractor and/or Office 

of Racial Equity. 

Lingering Questions/Considerations: 

• Let’s be more concrete about key concepts, 

themes, vocab, and terminologies to be ex-

plored.

• Do we want to be less specific with naming 

categories of intersectional topics and iden-

tities we will feature in the terminology list?

• In developing this strategy, can we identify 

known areas where staff are seeking train-

ing? The IDEA Working Group has heard that 

diversity, equity, and inclusion in hiring and 

recruitment is an important topic for super-

visors and managers. We also know that ex-

panding the reach and accessibility of all our 

programs is an area for improvement.

Education Strategy Document:

Develop a 2-year education strategy for the Agency. The strategy will need to 
center racial equity through an intersectional lens. We recommend including 
LGBTQIA+ terminologies, key concepts, themes, and vocabulary. 
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What is our commitment (action)?

The IDEA Group will develop and structure a Share-
Point Document Library or similar site that will be ac-
cessible to all Agency staff and that will host a variety 
of shared racial equity resources. This site will be a 
central point for sharing the resources (such as vo-
cabulary lists) developed by VAAFM as part of their 
Action steps and also for saving/sharing articles, doc-
uments, and other reflections on racial equity topics. 
The IDEA Group will file relevant resources in this li-
brary as they develop and come across them and will 
keep this shared library up to date and organized.

What is the end goal (overall vision statement)?

The Agency will have centralized resources will sup-
port staff to continue their learning with individual-
ized education at their own pace. The site will serve 
as a “one-stop shop” for learning about and engag-
ing in the Agency’s IDEA work and staff will be able 
to find and access the resources on the site. Agency 
staff will use this site for sharing our own personal de-
velopment for others to learn and gain/grow from. As 
a result, this site will facilitate shared learning and a 
culture of continuous improvement and peer learning.

What is the outcome (product)?

• Centralized Sharepoint Site or document library is 
created and filled with relevant resources

• Resources will include vocabulary lists developed 
by VAAFM as part of their Action steps and also 
articles, documents, and other reflections on racial 
equity topics.

• Standardized process (SOP?) is created for updating, 
adding new items, and keeping the site organized 

• The link to access the SharePoint site is shared with 
all current employees, and the site is also included 
in a centralized location so that new staff automat-
ically gain access to it.

How will we know the outcome was successful?

• Number of staff who add content to the hub

• 100% of staff know where the hub is located and 
have access to it

Roles: Led by IDEA Group with technical support from 
IT office, and potentially informed by conversations 
with Office of Racial Equity on how this can comple-
ment the existing SOV-Racial Equity Teams Channel. 
Potential advising from other state agencies that might 
maintain similar document libraries.

Lingering Questions/Considerations: 

• It may be a challenge to vet resources – determine 
a process for this

• How will this intersect with the communications 
goals in this Action Plan? 

• How to measure culture shift? How often do con-
versations about racial equity topics emerge in 
small office chat?

• Do we want to do a survey to understand how hub 
is used and how useful it is? Do people feel like they 
have a place where they are learning something 
new? Are the resources in the hub helping people 
identify areas for growth and change in their work/
behavior/thinking? How is this helping understand 
interactions with customers as well?

• What is the best format for this – is it a sharepoint 
site that connects to a Microsoft Teams channel or 
chat? Do we also want to host our routine meetings 
from that team for clarity and accessibility? How 
do our efforts to pull together IDEA resources into 
one location align with efforts to clarify email and 
communications lists, meeting invitations, ongoing 
teams chat threads, etc?

• Is this duplicative of ORE’s SOV resource library? 
Work with ORE to determine if we need an addi-
tional resource.

• Is this duplicative of ORE Impact Assessment tool? 
If not, what is the exact need that isn’t covered by 
that tool?

• Let’s make sure we are orienting new staff to this 
education strategy document once developed and 
shared.

IDEA Internal Resource Hub:
Develop a list of shared vocabulary and resources in a hub that can be accessed by any member 
of Agency staff at any time. 2x a quarter update the Internal Racial Equity + Belonging Hub with 
resources or reflections from an VAAFM member on the importance of this work and individual 
aspirations they hold for its long-term success. 

APPENDIX:  PERFORMANCE  MEASURES
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What is our commitment (action)? 

The IDEA Group will collaborate with Agency lead-

ership to look for funds to support bringing in an ex-

ternal contractor to develop training materials (e.g., 

webinar recording, slides, handouts) and train IDEA 

Group staff for a mentor style training program to 

better prepare IDEA Group members to be advo-

cates for and educators about racial equity within 

the Agency. The IDEA Group will develop a plan for 

revisiting and updating training materials to ensure 

they are up to date over time.

What is the end goal (overall vision statement)?

The IDEA Group will have the connections, resources, 

and relationships to engage in ongoing learning and 

training on racial equity concepts. IDEA Group mem-

bers can serve as mentors and subject matter inter-

mediaries to their peers related to racial equity and 

other intersection points and feel comfortable with 

IDEA learning and materials. There will be increased 

clarity and consistency in IDEA group’s work.

What is the outcome (product)?

• Contractor/external trainer is  

brought onboard

• Training materials are developed by an exter-

nal contractor/ORE to support peer learning

 

How will we know the outcome was successful?

• 100% of IDEA Group members trained

• Regular use and reference training materials 

developed for peer learning by staff.

• 100% of the staff will know who to go to if 

they have questions. 

Roles: IDEA Group will solicit a contractor, with Agen-

cy leadership approval and financial support, and 

much of this work will be done by the IDEA Group in 

collaboration with an external racial equity and be-

longing trainer/consultant

Lingering Questions/Considerations: 

• Incorporate training for supervisors and lead-

ership into this action, if the “Racial Equity 

Coaches” recommendation is cut?

• Is there capacity or interest within ORE to 

support mentorship development? Are there 

any current efforts underway in this space?

• How can we lean on and leverage trainings 

made available by Center for Achievement in 

Public Service (CAPS) or the Office of Racial 

Equity (ORE)? Could we get some DEI fun-

damentals trainings from one of these state 

agency partners and then develop some sup-

plemental trainings specific to agriculture for 

VAAFM staff?

Training for IDEA Working Group:

Work with an external facilitator to lead an initial Racial Equity training for all 
members of IDEA Group + Action Plan Design session participants. This training 
should be led prior to all staff training so that participants can assist with organizing 
various departments and teams around racial equity training attendance. 
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What is our commitment (action)? 

The IDEA Group will collaborate with Agency lead-

ership to look for funds to support bringing in an 

external contractor to make racial equity training 

available for all staff members within the Agency. 

VAAFM leadership and supervisors will demon-

strate their commitment by attending themselves 

and will strongly encourage staff to attend. In fu-

ture, VAAFM may work with external facilitators to 

continue to incorporate racial equity trainings into 

annual all-staff meetings. This will be a jumping-off 

point for future work, as we know one training will 

never be sufficient for meaningful change.

What is the end goal (overall vision statement)?

This training will socialize/normalize racial equity and 

intersectional concepts with those that might not 

be familiar with them. This training will demonstrate 

leadership commitment to racial equity work and 

support gradual movement towards culture change. 

What is the outcome (product)?

• Execute a contract with an external facilitator 

to lead trainings

• An expert will lead at least one all-agency 

racial equity training

How will we know the outcome was successful?

• Agreed upon percentage  of leaders and su-

pervisors present for all agency training

• Number of VAAFM staff that attend the training

• 100% of the staff will know who to go to if 

they have questions. 

Roles: IDEA Group will solicit a contractor, with 

Agency leadership approval and financial support, 

and much of this work will be done by an external 

racial equity and belonging trainer/consultant

Lingering Questions/Considerations: 

• Explore more/consult with MMG about recom-

mendation of mandatory vs optional trainings

• Need to determine if this specific recommen-

dation is around a one-off training and/or how 

to institute ongoing trainings – meaningful 

change cannot happen with just one training. 

How to make this a jumping-off point?

All Staff Racial Equity Training:

Work with an external facilitator to lead an initial Racial Equity training for all 
VAAFM staff. We recommend that this first training be optional and that managers, 
supervisors, and directors across VAAFM talk to their teams in advance about the 
importance of the work and education. 
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What is our commitment (action)? 

 Informed by the education strategy and supported 

by the racial equity training of IDEA Group mem-

bers, the IDEA Group will continue to develop an 

ongoing series of open, brave spaces for construc-

tive (rather than instructive) conversation about ra-

cial equity and belonging topics that are open to all 

VAAFM staff. These sessions will focus on applied 

learning. This could take the form of a community 

of practice.

What is the end goal (overall vision statement)?

There is routine space for applying learning and shar-

ing best practices and ideas as we integrate racial 

equity principles into our day-to-day work. Staff feel 

connected and supported by one another in their 

ongoing learning. Participants create, expand, and 

exchange knowledge, and develop individual capa-

bilities to promote equity at work. Culture is changed 

with the knowledge that culture change is an ongo-

ing, iterative process.

What is the outcome (product)?

• Open IDEA sessions are scheduled and facili-

tated on a routine basis

• Culture is changed!!

 

How will we know the outcome was successful?

• Number  of staff participating in Open IDEA 

Sessions

• Percentage  of participating staff that share 

ideas or questions in the Open IDEA Sessions

• Number of staff engaging in IDEA Group in-

creases over time

Roles: IDEA Group  (potentially supported by exter-

nal contractors)

Lingering Questions/Considerations: 

• What is the difference between the recom-

mended “small group sessions” and work-

shops?

• How to make open to all of VAAFM while still 

maintaining as a brave space/small group?

• How we can utilize the VAAFM Teams channel 

to support this ongoing learning?

• We want culture change to be an outcome –

don’t know how to measure this though

• How can we emphasize relationship building 

in the execution of this action?

• Is there interest in identity/affinity group 

spaces as well?

Lingering Questions/Considerations 

If we don’t do this – how else can we best support leaders to be advocates for this work? Is 

incorporating them into the trainings laid out above sufficient?

Open Routine IDEA Sessions

Space for Conversation/Connection:

Work with an external facilitator to lead an initial Racial Equity training for all 
VAAFM staff. We recommend that this first training be optional and that managers, 
supervisors, and directors across VAAFM talk to their teams in advance about the 
importance of the work and education.

Did not come to a consensus on the following:

Racial Equity Coaches 

Work with an external facilitator to lead an initial Racial Equity training for all 
VAAFM staff. We recommend that this first training be optional and that managers, 
supervisors, and directors across VAAFM talk to their teams in advance about the 
importance of the work and education.
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Vision, Mission, and Communications Strategy

What is our commitment (action)? The IDEA Group 

will collaborate with the Agency Communications 

Team to develop a one-year communications strate-

gy to highlight the importance of racial equity work 

to internal and external partners.

What is the end goal (overall vision statement)? 

The IDEA Group can effectively communicate our 

work and its importance to the Agency and partners. 

Our audience will have a greater understanding of 

the importance of racial equity and barriers imposed 

by systemic racism. All staff will be continuously in-

formed of Idea Group actions and feel included in 

work on behalf of the Agency.

What is the outcome (product)?

• A communications strategy document will be 

created.

• Document includes a clear plan for updating, 

revision, and sharing with staff and partners.

• Document includes an elevator speech about 

“what” and “why” of work.

• Document will be provided to Agency lead-

ership and supervisors. Agency staff will be 

made aware of its availability

How will we know the outcome was successful?

• 75% of staff will be able to explain what racial 

equity is and why it’s important after one year

• 50% of farmers/partners/Vermonters will 

understand components of the racial equity 

work is taking place at the Agency

Roles: IDEA Group with Agency Communications 

Team support (potentially supported by Agency 

leadership and Office of Racial Equity)

Lingering Questions/Considerations: 

• Need to have a document to outline our work, 

but is charter the right word? Isn’t that sim-

ilar to this document? Also do we need one 

decision-making process or would that vary 

depending on the topic?

• Do we include external partners here? Internal 

for year 1 and external for year 2?

• Let’s make sure other state agencies are part 

of our audience.

• Let’s ensure part of our communications 

strategy is to share about our work and also 

to uplift the work that our partners are doing.

Communications Strategy:

Decide on a frequency for communication updates to the Agency related to 
preemptively answering the What (What are you doing?) and Why (Why is it 
important?) of your current and future work. 

Outlining of the Group’s communications strategy for 1 year. We recommend that 
this strategy include an agreed upon “elevator speech,” which takes the above bullet 
points and condenses them so they are accessible to future Group members and to 
all VAAFM staff and partners. 

APPENDIX:  PERFORMANCE  MEASURES
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What is our commitment (action)?

The IDEA Group will develop a shared plan/template 

for spotlighting individual divisions’ Racial Equity 

and Diversity, Equity and Inclusion work. This plan/

template will be centrally located in the SharePoint 

resource hub. Program managers across VAAFM will 

be encouraged to use this plan/template to regularly 

share with their division team members and other di-

visions about projects they are engaged in that have 

a racial equity focus.

VAAFM leadership will also continue to restate the 

importance of this work as it continues. For exam-

ple, VAAFM leadership will routinely include on their 

routine management meetings an agenda item for 

update of IDEA Group work. They will verbally share 

routinely about the importance of this work at all-

staff meetings and will continue to add their support 

of IDEA initiatives via emails to all staff (e.g., upon 

release of future trainings send an email encouraging 

staff to participate).

What is the end goal (overall vision statement)?

There will be routine incorporation of racial equi-

ty and DEI work into Division meetings by staff and 

leadership and a standard way to share updates on 

work happening to help facilitate DEI conversations. 

Program staff will feel enhanced accountability and 

encouragement to share this work.

What is the outcome (product)?

• Template for sharing equity work

• Leadership initiates IDEA work in all-staff 

meetings and other leadership communica-

tions

How will we know the outcome was successful?

• Template used regularly in Division and/or 

cross-Division updates

• Leadership presents at all-staff meetings

Roles: IDEA Group to create template. Division lead-

ership to support use of template.

Lingering Questions/Considerations: 

• Internal highlights to other teams/team mem-

bers, or external to the public?

• How often is regularly?

• Would we want what divisions write up up-

dates to be reviewed for consistency across 

divisions, because the tone of one division’s 

message might differ from another. Can a 

template be developed so that we make sure 

we’re covering the same bases with each divi-

sion update?

• Eventually, some of these internal updates 

might be a good fit for external communica-

tions as well.

DEI Spotlight Integration into Routine Meetings:

Develop a template for DEI Spotlights which can be presented during All Staff 
meetings and via the internal and external Racial Equity Resource Hub. The goal of 
this template is to introduce the spotlights across the Agency (what they are, why 
are they important, how they relate to the work of VAAFM.)

APPENDIX:  PERFORMANCE  MEASURES
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What is our commitment (action)?

As part of the official release of the MMG REBA re-

port and the Action Plan, Agency Leadership will 

release a written and/or video statement to all staff 

underlining the value of Racial Equity work to the 

Agency’s mission. This statement will then be stored 

on the IDEA SharePoint Resource Hub, posted on our 

website alongside the REBA report and Action Plan, 

and shared with farmers and external partners via 

newsletter.

Leadership will publicly demonstrate racial equity 

work. This will support a shared understanding of the 

Agency’s commitment to this work and show align-

ment between the IDEA Group and leadership.

What is the end goal (overall vision statement)?

There will be routine incorporation of racial equi-

ty and DEI work into Division meetings by staff and 

leadership and a standard way to share updates on 

work happening to help facilitate DEI conversations. 

Program staff will feel enhanced accountability and 

encouragement to share this work.

What is the outcome (product)?

• Written statement and/or video from leadership

• Conversation with leadership to ensure sets 

tone for rest of communications strategy and 

IDEA work 

How will we know the outcome was successful?

• 90% of staff have read and/or seen statement 

and/or video

Roles: Leadership, with support from WG

Lingering Questions/Considerations: 

• Where does land acknowledgment fit in – 

here and in other internal/external comms? 

Could we do follow-up surveys to see if shift 

happens?

Letter of Support from Agency Leadership:

Either via video or written letter, request that a senior member of leadership write 
a letter which links to the Resource hub above and responds to the following 
questions: Why was this audit so important? What commitment has the agency 
made to racial equity and belonging and why? Does engaging in racial equity work 
mean that other staff members are not as important?

Publish this letter internally and then share externally on VAAFM website and via 
newsletters or email lists. 

Include in this letter an announcement about upcoming optional belonging and 
social awareness training for all members of VAAFM staff.

APPENDIX:  PERFORMANCE  MEASURES
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What is our commitment (action)?

A person will be designated to attend IDEA Group 

meetings and serve as an advocate for this work 

and liaison to the Office of Racial Equity and other 

leadership, supervisors, and staff. They will generate 

quarterly updates on IDEA work that will be shared 

with all of AGR. They will serve as champion to keep 

leadership informed, accountable for spreading 

awareness, connecting with resources, and speak to 

high-level work of Group and strategic planning for 

the future. 

What is the end goal (overall vision statement)?

Ensure Group has a champion and designated voice 

to engage with leadership and other partners.

What is the outcome (product)?

• Identifying a person to serve in role and outlin-

ing expectations

How will we know the outcome was successful?

• 1 person will be designated  

• Leadership and other groups are contacted, 

informed, and engaged on a regular basis 

(built-in meetings or otherwise)

Roles: Designated person, Group, with support from 

leadership

Lingering Questions/Considerations: 

Recommendations for selecting this role within 

Agency to provide strategy and accountability.

• Still need to determine separate person to 

lead group’s activities: logistics of Group 

meetings, notes, project responsibility: This 

individual will attend IDEA Group meetings, 

take notes, help facilitate conversations, 

send reminder emails to members and staff, 

help keep track of who is taking on individ-

ual projects, and take on discrete projects 

themselves as needed.

• TBD how often to check in with leadership 

and/or other groups

• Need to determine how we select that per-

son/is it formally part of job description/

funding breakdown

• What is the role of the VAAFM Office of Racial 

Equity Liaisons in serving this need?

Executive Sponsor or Champion:

Enlist the support of an executive sponsor who for one year will be most accountable 
for supporting the Group in setting and achieving its goals.   

1x a month meet with this executive sponsor and support them in writing quarterly 
updates to VAAFM staff of what work is being done, why, and how it matters. Note: 
These communications need to offer tangible ideas for how the work is being moved 
forward, not empty promises.  

APPENDIX:  PERFORMANCE  MEASURES
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What is our commitment (action)?

A person will be designated to attend IDEA Group 

meetings and serve as an advocate for this work 

and liaison to the Office of Racial Equity and other 

leadership, supervisors, and staff. They will generate 

quarterly updates on IDEA work that will be shared 

with all of AGR. They will serve as champion to keep 

leadership informed, accountable for spreading 

awareness, connecting with resources, and speak to 

high-level work of Group and strategic planning for 

the future. 

What is the end goal (overall vision statement)?

Ensure Group has a champion and designated voice 

to engage with leadership and other partners.

What is the outcome (product)?

• Identifying a person to serve in role and outlin-

ing expectations

How will we know the outcome was successful?

• 1 person will be designated  

• Leadership and other groups are contacted, 

informed, and engaged on a regular basis 

(built-in meetings or otherwise)

Roles: Designated person, Group, with support from 

leadership

Lingering Questions/Considerations: 

Recommendations for selecting this role within 

Agency to provide strategy and accountability.

• Still need to determine separate person to 

lead group’s activities: logistics of Group 

meetings, notes, project responsibility: This 

individual will attend IDEA Group meetings, 

take notes, help facilitate conversations, 

send reminder emails to members and staff, 

help keep track of who is taking on individ-

ual projects, and take on discrete projects 

themselves as needed.

• TBD how often to check in with leadership 

and/or other groups

• Need to determine how we select that per-

son/is it formally part of job description/

funding breakdown

• What is the role of the VAAFM Office of Racial 

Equity Liaisons in serving this need?

Executive Sponsor or Champion:

Enlist the support of an executive sponsor who for one year will be most accountable 
for supporting the Group in setting and achieving its goals.   

1x a month meet with this executive sponsor and support them in writing quarterly 
updates to VAAFM staff of what work is being done, why, and how it matters. Note: 
These communications need to offer tangible ideas for how the work is being moved 
forward, not empty promises.  

APPENDIX:  PERFORMANCE  MEASURES
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Lingering Questions/Considerations:

The IDEA Working Group did not come to consensus on how or whether to institute this recommendation. There 
was consensus that we should have some high-level information on our public-facing website about the IDEA 
efforts underway at VAAFM. There was also some interest in referencing state partners working on DEI in agri-
culture and featuring a few external resources on that page as well, but there wasn’t interest in curating and 
maintaining a list of podcasts and articles. 

The IDEA Working Group also discussed that finding outlets to continuously share about our work and our part-
ner organizations’ work will be more effective in reaching people than building out a static webpage.

Some lingering questions included: Why can’t we just have a website page dedicated to this topic? Perhaps we 
want to start with a website that just shows our work and documents and have the additional articles as TBD in 
the future. Who generates this content and how to curate?

Did not come to a consensus on the following: 

External Facing Resource Hub: 

Develop an external facing Resource Hub focused on providing articles, podcasts, and 
videos on racial equity work in agriculture. We highly recommend that this hub not live 
behind a paywall and be open and available to anyone who visits the VAAFM website. 

APPENDIX:  PERFORMANCE  MEASURES

Racial Equity Charter Document:

Design a Racial Equity Charter to document VAAFM’s commitment to Racial 
Equity and Belonging. We recommend this charter include: 

Governance Structure For Accountability And Trust

• Definitions for Diversity, Equity, Inclusion, Privilege, Race, Anti-Racism, and Racial Equity, Gender 
Equity, LGBTQIA+

• Define the problem VAAFM is seeking to solve

• Clearly define decision-making power that the IDEA Group holds, and what priorities the Group will 
focus on while being accountable to VAAFM staff and leaders

• Process for decision-making (is decision-making based on consensus? Do specific members’ view-
points hold more weight based on their lived experience with a specific form of harm, marginalization, 
discrimination, etc.)?

• Outlining of the Group’s communications strategy for 1 year. We recommend that this  strategy in-
clude an agreed upon “elevator speech,” which takes the above bullet points and condenses them so 
they are accessible to future Group members and to all VAAFM staff and partners. 

• Once finalized, present the Racial Equity Charter Agency-wide.  Still need to determine separate per-
son to lead group’s activities: logistics of Group meetings, notes, project responsibility: This individual 
will attend IDEA Group meetings, take notes, help facilitate conversations, send reminder emails to 
members and staff, help keep track of who is taking on individual projects, and take on discrete pro-
jects themselves as needed.

• TBD how often to check in with leadership and/or other groups

• Need to determine how we select that person/is it formally part of job description/funding breakdown

• What is the role of the VAAFM Office of Racial Equity Liaisons in serving this need?
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Racial Equity Charter Document (continued):

Design a Racial Equity Charter to document VAAFM’s commitment 
to Racial Equity and Belonging. We recommend this charter include: 

What is our commitment (action)?

 Once action planning is complete, the IDEA Group will 

meet to design a Racial Equity Charter. It will begin 

the design process by defining the problem that the 

Agency is seeking to solve. The IDEA Group will then 

discuss, reflect upon, and determine the structure, 

makeup, and decision-making process of the IDEA 

Group and its individual members’ roles, responsibil-

ities, and authority. As part of this process, the IDEA 

Group will also re-visit its existing Mission and Vision, 

refining them if necessary. The IDEA Group will share 

the Racial Equity Charter with Agency leadership, the 

Office of Racial Equity, and Agency staff. 

The design of the Racial Equity Charter, revising of the 

existing Mission and Vision, and the outlining of the 

Year 1 communication strategy will be done closely 

alongside the work to develop an education strategy, 

including the development of a shared vocabulary, 

as described under “Education with a goal for ac-

tion: Education Strategy” and the work to develop a 

strategy for communications as described in “Vision, 

Missions and Communications Strategy: Communica-

tions Strategy.” The Racial Equity Charter, the revised 

Mission and Vision, the Education Strategy and the 

Communication Strategy will inform the work of the 

IDEA Group moving forward.

What is the end goal (overall vision statement)?

The Agency will have a Racial Equity Charter de-

signed by the IDEA Group through a thoughtful in-

tentional process and IDEA Group members will have 

a better understanding of their role and the tools and 

processes they have to carry out the Mission and Vi-

sion. They will share the Racial Equity Charter, the 

revisited Mission and Vision, and the Year 1 communi-

cation strategy with Agency leadership, the Office of 

Racial Equity, and staff.

What is the outcome (product)?

• A Racial Equity Charter will be developed. 

• The Charter will include definitions for pertinent 

terminology, such as Diversity, Equity, Inclusion, 

Privilege, Race, Anti-Racism, Racial Equity, Gen-

der Equity, and LGBTQIA+, that align with the 

Education Strategy 

• The IDEA Mission and Vision will be updated.

• A prioritized timeline of action steps and re-

sponsible parties that is informed by this Action 

Plan will be developed.

How will we know the outcome was successful?

• 1 person will be designated  

• Leadership and other groups are contacted, 

informed, and engaged on a regular basis 

(built-in meetings or otherwise)

 

Roles:  IDEA Group

Lingering Questions/Considerations: 

• As part of the IDEA Group’s work to design 

the Racial Equity Charter its members may 

decide that the charter should have a dif-

ferent name and be distinguished in some 

manner from the group’s previous work. 

• The IDEA Group may also determine that 

there may need to be multiple types of de-

cision-making processes for the group to 

use dependent upon the issue to be decided 

upon.

• Let’s make sure when we develop this char-

ter that we focus on creating opportunities 

for all VAAFM staff to get involved in IDEA 

work. Inclusion and belonging are important 

values to the IDEA Working Group that we 

want to write into the charter document.
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IDEA Group Annual Goals/Values/Strategies Retreat:

Lead an annual meeting at the beginning of the year with the IDEA 
Logistics Group to discuss shared DEI goals and to provide input 
through a lens of DEI using the four I’s framework:

Four Is of oppression are ideological, institutional, interpersonal, and 
internalized oppression all of which are interconnected.

• ideological: one group is somehow better than another, and in 
some measure has the right to control the other group.

• institutional: one group is better than another group and has the 
right to control the other gets embedded in the institutions of 
the society--the laws, the legal system and police practice, the 
education system and schools, hiring policies, public policies, 
housing development, media images, political power, etc.

• interpersonal: one group is better than another and has the right 
to control the other, which gets structured into institutions, gives 
permission and reinforcement for individual members of the 
dominant group to personally disrespect or mistreat individuals 
in the oppressed group.

• internalized: Oppressed people internalize the ideology of 
inferiority, they see it reflected in the institutions, they experience 
disrespect interpersonally from members of the dominant group, 
and they eventually come to internalize the negative messages 
about themselves.

The above is taken word-for-word from the article presenting this 
framework which can be found here:

GRCC. (n.d.). The Four I’s of Oppression. Grand Rapids Community 

College.

https://www.grcc.edu/sites/default/files/docs/diversity/the_four_is_of_

oppression.pdf.

ideological: one group is somehow better than another, and in some measure has the right to control the other group.institutional: one group is better than another group and has the right to control the other gets embedded in the institutions of the society--the laws, the legal system and police practice, the education system and schools, hiring policies, public policies, housing development, media images, political power, etc.interpersonal: one group is better than another and has the right to control the other, which gets structured into institutions, gives permission and reinforcement for individual members of the dominant group to personally disrespect or mistreat individuals in the oppressed group.internalized: Oppressed people internalize the ideology of inferiority, they see it reflected in the institutions, they experience disrespect interpersonally from members of the dominant group, and they eventually come to internalize the negative messages about themselves.The above is taken word-for-word from the article presenting this framework which can be found here:GRCC. (n.d.). The Four I’s of Oppression. Grand Rapids Community College.https://www.grcc.edu/sites/default/files/docs/diversity/the_four_is_of_oppression.pdf
ideological: one group is somehow better than another, and in some measure has the right to control the other group.institutional: one group is better than another group and has the right to control the other gets embedded in the institutions of the society--the laws, the legal system and police practice, the education system and schools, hiring policies, public policies, housing development, media images, political power, etc.interpersonal: one group is better than another and has the right to control the other, which gets structured into institutions, gives permission and reinforcement for individual members of the dominant group to personally disrespect or mistreat individuals in the oppressed group.internalized: Oppressed people internalize the ideology of inferiority, they see it reflected in the institutions, they experience disrespect interpersonally from members of the dominant group, and they eventually come to internalize the negative messages about themselves.The above is taken word-for-word from the article presenting this framework which can be found here:GRCC. (n.d.). The Four I’s of Oppression. Grand Rapids Community College.https://www.grcc.edu/sites/default/files/docs/diversity/the_four_is_of_oppression.pdf
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IDEA Group Annual Goals/Values/Strategies Retreat: (continued)

What is our commitment (action)?

The IDEA Group will dedicate one meeting annually at the beginning of each year to 

revisit and update its Mission and Vision and goals; reflect on progress it has made 

to meet its goals; makes plans for the upcoming year, the next three years, and the 

next five years for taking action to further meet its goals; and establish standards to 

use to determine if it makes progress towards meeting its goals. It will perform this 

work informed by the framework of the Four Is, ideological, institutional, interper-

sonal, and internalized oppression.

What is the end goal (overall vision statement)?

The IDEA Group will hold itself accountable to carrying out its Mission and Vision 

and to meeting its goals. It remains responsive to unforeseen needs that arise as it 

carries out its work and takes action to address those needs. Agency leadership not 

in attendance at the IDEA group’s annual meeting will be informed of the outcomes 

of this meeting.

What is the outcome (product)?

• IDEA Group will hold an annual meeting at the beginning of each year.

• IDEA Group will invite Agency leadership and all staff to the annual meeting.

• Evaluation of progress made to date (accomplishments), identification of ar-

eas for improvement, establishment of priorities for the upcoming year and 

the next three and five years, and descriptions of how the priorities will be ad-

dressed. This work will be documented and the documentation will be saved in 

the Resource Hub in a folder entitled “IDEA Annual Meetings.”

How will we know the outcome was successful?

• Mission and Vision and goals will be updated as needed.

• Evaluation using the standards that the IDEA Group create will measure 

whether there has been progress towards IDEA goals the previous year.

• IDEA Group will feel that timelines are being met or reasonably adjusted.

 

Roles:  IDEA Group
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What is our commitment (action)?

The IDEA Group, vocally supported by leadership, will share updates on the IDEA 

progress and strategies at semiannual All-Staff meetings and give opportunity for 

input from staff.

What is the end goal (overall vision statement)?

Agency staff are aware of the work and goals of the IDEA Group and are aware of 

the chance to provide input into this work. It is clear to Agency staff that Inclusion, 

Diversity, Equity and Action are deeply held values of the Vermont Agency of Agri-

culture, Food and Markets. 

What is the outcome (product)?

• IDEA will present, at least briefly, at every All-Staff meeting

• The updates on the IDEA progress and strategies that are presented at the All-

Staff meetings will also be documented and the documentation will be saved 

in the Resource Hub and also sent out to staff in an email so that staff who are 

not at the All-Staff meeting are informed.

• Staff will be informed of the IDEA group’s work as well as any opportunities for 

them to be involved in this work moving forward.

• Staff will routinely be given the opportunity to provide input.

How will we know the outcome was successful?

• 100% of staff will be informed of the IDEA group’s progress and plans

• Staff will have an increased understanding of IDEA group work and goals

• Staff will know that this work is important to the Agency

• Meaningful input from staff will be gathered

 

Roles: IDEA Group with leadership support

All Staff Annual Meeting on IDEA Strategy:

Lead an annual meeting to present VAAFM’s Racial Equity 
and Belonging strategy.

APPENDIX:  PERFORMANCE  MEASURES
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• Hiring an external facilitator to lead focus groups on existing grant processes.  

• Utilizing caucusing to lead groups for People of Color, young and new farmers + producers, and a general group 
(for any who would like to attend) focused on gaining a better understanding as to how grants processes are 
working, and not working, for constituents. The goal of these caucus groups will be to develop a deeper un-
derstanding of  how existing processes are in alignment and out of alignment with VAAFM’s racial equity and 
belonging goals.

• Presenting the findings from the focus groups to Agency leadership with three recommendations for applying 
feedback within 1-3 months, 6-9 months, and 12-18 months.

• Once Agency leadership has approved the implementation of changes, contacting focus group participants to 
express gratitude for their time and labor and to share the changes being implemented based on their feedback.  

APPENDIX:  PERFORMANCE  MEASURES

What is our commitment (action)?

The focus group will present these recommendations 
to the IDEA Group, Agency leadership, Office of Ra-
cial Equity, and Agency of Administration (as needed).  
Any changes that do not require approval or that Agen-
cy leadership approves will be implemented. The IDEA 
Group will contact focus group participants to inform 
them of the changes to be implemented and thank them 
for their participation. 

Acknowledging that the Agency’s contracting processes 
also would benefit from being audited with the DEI lens, 
the IDEA Group will consider convening a similarly struc-
tured contracts focus group when making workplans at 
annual meetings in the future. 

What is the end goal (overall vision statement)?

Our grants, and eventually contracts, will be set up and 
delivered in a more equitable manner so that all Vermont-
ers have equal access to Agency-managed financial re-
source opportunities.

What is the outcome (product)?

• A focus group centered on inclusion, diversity, equi-
ty, and accessibility will be created

• An audit of 3 to 4 of the Agency’s grantmaking 
practices and programs through a DEI lens will be 
completed.

• Recommendations to make changes to these prac-
tices and programs, based on the results of the au-
dit, will be presented to Agency leadership.

• Improvements will be made within the bounds of 
state granting requirements, as informed by input 
from Agency leadership.

How will we know the outcome was successful?

• Agency grant-making programs will be changed 
to be more DEI informed.

• Agreeing upon and reaching a set percentage of 

dollars and of grant amounts awarded to histori-

cally underserved grantees will increase

 

Roles: IDEA Group (potentially supported by external 
contractor, Agency leadership, and Office of Racial Equi-
ty/Chief Performance Office)

Lingering Questions/Considerations: 

• Needs support from an external contractor? If 
so, would need to find funds.

Grantmaking Focus Group:

Choose 3-4 grantmaking practices or programs and audit them using a focus group model. 
Pay external partners to participate in focus groups, present short-term and long-term 
recommendations to executive leadership. Once grantmaking process changes have been 
approved, compose a communication update and share this update across VAAFM and 
with partners who participated in the focus groups. This could include:


