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Context
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• The EJ Advisors program began in 2021 to implement the EJ and Social 

Equity Policies

• The EJ Advisors program complete two years of programming

• The EJ Advisors experience high turn over in their program.

• BCDC put out an RFP for an Organizational Development Consultant

• MIG and Benchmarq Consulting began the process in November 2023
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Assessment 
Process

Image Source: https://baynature.org/article/san-francisco-bay-one-remarkable-overlooked-stories-nature-
21st-century/



The Scope
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• Evaluate the EJ Advisors Program two years in

• Co-develop / facilitate an inclusive organizational development process

• Help clarify the roles and responsibilities of the EJ Advisors

• Identify ways to strengthen relationships among EJ Advisors, BCDC staff, 

and Commissioners

• Recommend how best to move the program forward



Document Review
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• Agency guiding documents (SF Bay Plan, EJ and Social Equity Bay Plan 

Amendment, etc.)

• EJ Advisors Charter

• EJ Advisors Year 1 & Year 2 summary reports to BCDC

• EJ and Permitting training materials 

• Other recent documents related to EJ Advisors areas of focus



Qualitative Feedback
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Meetings
• 10 meetings with EJ Program staff & senior leadership

Focus Groups
• 1 with Chair & Executive Director
• 2 with senior staff
• 1 with Planning staff
• 1 with Regulatory and Enforcement

Workshops
• 2 virtual workshops with EJ Advisors
• 1 in-person workshop with EJ Advisors & BCDC staff
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Summary of 
Findings

Image Source: https://www.parksconservancy.org/projects/crissy-field-next



The EJ Advisors program already possesses 
several key elements of success.
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• EJ Program staff

• All six EJ Advisor positions filled

• EJ Advisors’ wealth of experience

• Buy-in from agency leadership & staff

• Lessons learned from the program’s first two years

• Leader among coastal management agencies



There is a lack of clarity regarding the roles and 
responsibilities of EJ Advisors and BCDC staff.
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• Desire to not be overly prescriptive led to confusion and siloing

• Exacerbated by turnover among EJ Advisors & EJ Program staff

• EJ Advisors have full-time jobs and only meet monthly



There are significant cultural and philosophical 
differences between BCDC staff and EJ Advisors.
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• Lack of frontline community representation among agency staff

• Fundamental differences between EJ and agency frameworks

• Different language, norms, and assumptions

• Onus has largely been on EJ Program staff to bridge these gaps 

• Culture change and building trust and relationships takes time 



Communication gaps lead to misalignment   
and erode trust.
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• Discomfort talking to one another

• Language has been used to “other” one another

• Building cross-cultural communication skills takes time and resources



The agency's decision-making protocols pose 
challenges to effective collaboration.
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• BCDC is a unique and complex agency – there is a steep learning curve 

to understand what the agency does and doesn’t do

• Hesitance to share ideas externally until they have been fully vetted

• EJ Advisors are in an advisory role – unlike the DRB & ECRB



The EJ Advisors can support BCDC in enhancing 
its community engagement practices.
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• Everyone agrees that BCDC can enhance its community engagement

• The EJ Advisors are a critical resource

• Resources are needed to improve engagement tools and practices



The EJ Advisors Program would benefit from 
more focused coordination and management.
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• EJ Program has more capacity than before, but there are still limitations

• Need to focus and invest in the EJ Program staff

• Bring more structure to the EJ Advisors Program

• Build a strategy with BCDC staff – and take advantage of the inside/ 

outside perspectives

• Try new things and course correct

• Recognize that everyone has a role to play in the success of this work
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Recommendations-
Near Term 



Near Term Recommendations
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• Formalize a leadership structure within the EJ Advisors group.

• Finalize the 2024-25 EJ Advisors work plan and establish accountability measures for 

its implementation.

• Secure additional funding to compensate EJ Advisors for more robust participation in 

meetings and BCDC projects.

• Invite the EJ Advisors to train BCDC staff on environmental justice principles and 

practices. 

• Host another in-person meeting for staff and EJ Advisors before the end of the year.
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Recommendations-
Long Term



Enhance communication channels and move away 
from an “Us vs. Them” narrative.
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• Recognize that environmental justice is a shared value and goal among staff and EJ 

Advisors, though there are different ways of understanding and pursuing it.

• Provide training on environmental justice principles, conflict resolution, othering and 

belonging, and cross-cultural communication.

• Host an annual strategy, networking, and social event to build relationships among 

staff and EJ Advisors.

• Explore opportunities for peer learning groups (i.e., pairs or small groups of staff and 

EJ Advisors) to facilitate knowledge sharing, skill development, and collaboration.

• Bring in trusted mediators to address issues when needed. 



Enhance the environmental justice review of active 
permits. 
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• Collaboratively develop a better definition and guidelines for what meaningful 

engagement looks like.

• Explore ways to formalize an environmental justice review as part of the 

preapplication process.

• Assess whether applicants have conducted equitable, meaningful community 

engagement as part of the pre-application process.

• Analyze the environmental justice impacts at the end of the permitting process.

• Engage in strategic planning for an evolving legal landscape and explore plan 

amendments to incorporate environmental justice.



Focus on enhancing community engagement
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• Defining what "meaningful community engagement" looks like for permit 

applications.

• Identify metrics that staff can use to evaluate whether applicants’ engagement has  

been meaningful in impacted communities.

• Outline the necessary resources and timeline for permit applicants to work with CBOs 

in frontline communities.

• Recommend CBOs for applicants to engage in specific communities.

• Review materials for community accessibility and cultural relevance.

• Invite staff to attend community meetings to listen and learn. 



Foster a culture of collaboration, inclusivity, and 
equity within the BCDC
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• Prioritize meaningful participation and representation of diverse voices, including 

frontline community members.

• Create white papers and legal documents to illuminate the environmental justice 

impacts of BCDC’s work.

• Originate new projects with staff and EJ Advisor participation.

• Conduct regular program evaluations and impact assessments to measure progress 

and demonstrate accountability.

• See one another as allies and seek to build a cohesive “inside-outside” strategy 

among staff and EJ Advisors to accomplish shared goals
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Next Steps

Image Source: https://mtc.ca.gov/operations/regional -trails-parks/san-francisco-bay-trail



What We've Accomplished So Far

• EJ Advisors worked on updating governance documents and deciding leadership structure

• Met with EJ Advisors and Sr. Staff to coordinate EJ Advisors Workplan

• Presented findings at EJ Commissioner Working Group and plan to share EJ Advisors’ Workplan at the 

next meeting

• NOAA Fellow will begin working with the EJ Advisors on EJ in permitting and Meaningful Community 

Engagement Guidance

• EJ Advisors are in process of planning Toxic Tour for Commissions



Next Steps and Questions



Clarify roles, responsibilities, and expectations 
for EJ Advisors and BCDC staff. 
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• Complete and adopt the EJ Advisors Program Structure and Governance Document.

• Revisit and clarify Roles and Responsibilities with new Assistant Manager for 

Environmental Justice to share responsibilities for administering the program.

• Clearly define how the EJ Advisors, staff, and Commission will work together.

• Develop a thorough onboarding process for new EJ Advisors.



Finalize the 2024-25 EJ Advisors work plan and establish 
accountability measures for its implementation. 
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• Review the EJ Advisors Work Plan with Sr. Staff and other relevant staff

• Sr. Manager to provide frequent updates on the progress of the plan.



Secure additional funding to compensate EJ Advisors for 
more robust participation in meetings and BCDC projects. 

27

• Research and reach out to potential funders for EJ Advisors program.

• Develop an outreach strategy for potential funders.

• Build relationships and follow up with funders to secure funding commitments.
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