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The Dismantling Racism Process 
 
The Dismantling Racism process is designed to help leaders and organizations that want to 
proactively understand and address racism, both in the organization and in the community where 
the organization is working. The Dismantling Racism process can be designed to meet your 
needs; we’ve designed processes that span 3 months to those that run for two years.   
 
Racism is a fierce, ever-present, challenging force, one that has structured the thinking, behavior, 
and actions of individuals and institutions since the first European set foot on this continent. To 
understand racism and effectively begin dismantling it requires an equally fierce, consistent, and 
committed effort. Our approach to helping groups deal with issues of racial equity and justice 
involves: 
 
• an organizational assessment phase to help everyone understand the attitudes and feelings 

about racism and racial justice that exist throughout your organization; 
• a workshop (typically 2 days) which offers a shared language, a shared analysis, and a shared 

history about the race construct, all designed to support your organization in adopting a 
common understanding of the problem and a shared vision for where you want to go; 

• an analysis of the organization's stage of development in living into your racial equity and 
justice goals; 

• development of a change plan, which will include specific and meaningful goals as well as an 
action plan to reach those goals;  

• ongoing reflection designed to both evaluate the group's progress and document lessons 
learned as the organization moves through the process; 

• coaching/mentoring for the organization’s key leader(s); 
• periodic check-ins to insure that your organization is receiving the support you need to be 

successful in reaching your goals.   
 
The following is a description of who we are followed by a description of each phase of the 
process, including the goals, agenda, and timetable for each phase. The cost of the process is 
outlined at the end. 
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Who We Are 
 
dRworks is a group of experienced organizers and trainers. When contracting with dRworks for a 
Dismantling Racism process, you will have the opportunity to draw on the knowledge and 
experience of the entire group. Two dRworks trainers will act as lead trainers for your organization 
as you go through the process; they will be responsible for facilitating the steps described below 
and will be your main contacts for information and support. At various times throughout the 
process, however, other dRworks trainers may be called on to provide particular help. The 
assignment of lead and support trainers will be arranged to best meet the needs of your 
organization. 
 
For a more complete description of dRworks, our mission, and our trainers, please visit our 
website at www.dismantlingracism.org. 
 
 
Phase 1: Organizational Assessment 
 
One or both lead trainers will work with you to perform an assessment of the organization. This 
assessment might include any or all of the following: 
 
• forms to be completed prior to our first visit; 
• individual staff and board interviews; 
• discussions with board, staff, key volunteers, and members; 
• community assessment using interviews and/or focus groups. 
 
The goals of the assessment are to: 
 
• understand the organizational strengths, weaknesses, capacity and accountability to 

community and values; 
• assess the readiness for DR work; 
• understand the work the organization has already done on issues of race equity; 
• establish relationships with group leaders (formal and informal); 
• determine any other intermediate steps leading up to DR workshop; 
• identify people in the organization who want to work closely with the trainers and take 

responsibility for leading the Dismantling Racism process. Throughout the process we will be 
working with you to identify people who want to take leadership roles in this process, 
particularly as leaders of the change team and the caucuses (see below). 

 
 
 



 
 
Coaching/Mentoring 
During or after the assessment, we will work with you to identify which leader(s) want and would 
benefit most from one-on-one coaching/mentoring. We’ve found that the organization’s director 
and/or assistant director (or equivalent) often need this one-on-one support to lead the change 
that a commitment to race equity requires.  
 
Phase 2: Dismantling Racism Workshop 
 
This 2-day workshop is designed to help organizations and individuals build on their 
understanding of racism and the ways in which racism is manifested in the U.S. and in our 
organizations. The goals for this training are to help participants:  
 
• build relationships; 
• understand racism in all its forms - individually, institutionally, and culturally; 
• understand how racism impacts People of Color and white people, culturally and 

organizationally, 
• experience and understand the role of caucuses (if appropriate). 
 
Whenever possible, we like to schedule meetings both sometime during the week before and a 
week or so after the workshop. The pre-workshop meeting is voluntary and for anyone who would 
like to ask questions about what to expect, address any fears or concerns they might have, and 
establish an atmosphere of open consideration. The post-workshop meeting, also voluntary, is 
designed to address questions people might have once the workshop is over, and to give people 
an opportunity to raise issues they may have uncovered during the workshop and about which 
they would like more information or resolution. We have found both of these meetings extremely 
useful in raising the comfort with and commitment to the DR process as a whole. 
 
Check-in #1   
 
Two weeks to a month after the 2-day workshop, we will check-in with the organization and those 
people who are playing leadership roles.  Depending on the situation, this check-in may be by 
phone or in person.  This check-in may identify intermediary steps the group needs to take to 
prepare themselves for the next phase of the process. For example, the organization may need a 
facilitated board or staff meeting before embarking on the next phase.  
 
Phase 3:  Anti-Racism Organizational Development  
 
This one-day workshop will be scheduled one to two months after the initial Dismantling Racism 
workshop. The goals for this training are to help participants: 
 
• understand the stages which organizations go through to embed race equity into your work; 



 

• evaluate the organization's strengths and weaknesses in regards to moving forward with your 
race equity commitment; 

• begin identifying and/or building on race equity goals; 
• understand the role of the change team and caucuses in the change process; 
• plan next steps. 
 
 
Check-in #2   
 
Within two weeks to a month after the training, we will check-in with the organization and change 
team leaders.  Depending on the situation, this check-in may be by phone or in person.  This 
check-in is designed to identify any unforeseen problems or challenges faced by the change team 
and to support them in problem solving. 
 
 
Phase 4: Moving Forward-Making Change: Concrete Plans for Continuing Work  
 
This 1-day training/ strategy session is designed to support organization leaders and change 
team members (as well as any others in the organization who want to participate) to construct a 
proactive two-year plan to help embed race equity into the organization’s vision, mission, and 
work.  The goals for this session are to help participants: 
 
• understand the strategic thinking and planning process; 
• develop a vision, mission and values for this work; 
• develop specific and measurable race equity/justice goals; 
• develop a one to two year plan for this DR work. 
 
The session will cover the following topics: 
 
• strategic thinking and the strategic planning process; 
• defining the vision and values for the Dismantling Racism work; 
• developing specific and meaningful goals for the next 12 months which move the 

organization towards your anti-racist vision; 
• determining tactics, timelines, resources, and responsibilities; 
• developing an effective evaluation tool and process; 
• evaluation of the process to date and reflection on any learning. 
 
If possible, the change team and caucuses will also meet during this time. 
 
 
  



Follow-up Check-ins 
 
The trainers will check-in with the organization, the change team and caucus leaders on a monthly 
basis for the next 6-months.  We will help the leaders and the group problem solve, strategize, 
plan, and manage the change process. 
 
 
Phase 5: Evaluation  
 
One of the trainers will meet with organization and change team leaders at least twice after the 
last phase. The first visit will occur no less than 6-8 months after this session and the second visit 
will occur no less than 6 months after that. The purpose of these visits is to help the organization 
assess and document progress and reflect on lessons learned. This evaluation will in most cases 
lead to revisions in the plan.  
 
 
Cost of the Process 
 
The cost for this process depends entirely on the specific process we design together to meet 
your needs. Costs are based on an official rate of $1500/trainer/day + expenses. We will work 
with you to determine what you want and need and how to make this process affordable for you. 
 
 
Contact Information 
 
For more information, you can visit our website at: www.dismantlingracism.org. 
 
Or you can contact us directly: 
 
Tema Okun 
temajonokun@gmail.com 
919-949-0609 
 
 
 


