
A Concurrent Session at the 40th Annual Salmonid Restoration Conference held in
Fortuna, California from April 25−28, 2023

Approaches to Build Trust and Engage 
Our Diverse Communities



Restoration practitioners strive to build a world that can sustain life, including the full spectrum of 
our human communities. We recognize that people need to get on board with restoration and 
regeneration as we face threats of habitat loss, climate change, and impacts to human health. Doing 
this well remains a challenge in our field. This session will focus on ways that restoration 
practitioners have done and can do community-building work. We will discuss justice and equitable 
outcomes in our project work. This session invites presenters to share tools, stories, and exciting 
interactive approaches to demonstrate what truly effective and diversity-minded community 
engagement looks like, on a project or policy level.  We also welcome presenters who would like to 
share ideas on the strengths of relationship development, collaborative frameworks, and cultural 
transformation in our rapidly changing world.

Session Coordinators:

• Natalie Arroyo, Humboldt County 4th District Supervisor;
• Mary Burke, California Trout; and,
• Leslie Wolff, Hydrologist, NOAA Fisheries, West Coast Region



• Slide 4: Diversifying Connections to Support Healthy Habitats, Carla Avila-Martinez and 
Leslie Parra, Save the Redwoods League

• Slide 18:  Bridging Cultural Fault Lines in the Middle Klamath to Build a Restoration 
Movement, Will Harling, Mid Klamath Watershed Council

•

•

Slide 62: Bedrock Principles for Successful Restoration Partnerships, Stephen 
Greenwood, Portland State University

Slide 79: Centering Environmental Justice: Examples from the North Coast, Natalie 
Arroyo, Humboldt County Board of Supervisors

• Slide 91: Starting at Home: Co-Creating an Inclusive Restoration Organization 
Culture, Jen Rice, independent consultant

Presentations



Leslie Parra
Outreach Program Manager

Carla Avila
Redwoods Rising Fellow

DIVERSIFYING COMMUNITY 
CONNECTIONS TO SUPPORT 

HEALTHY HABITATS



MISSION
The mission of Save the 
Redwoods League is to protect 
and restore redwood forests 
and ensure an inspirational 
experience for all visitors. 



OUR WORK

•PROTECT

•SCIENCE

•RESTORE

•CONNECT



Outreach Program

Expand awareness of and 
access to the redwoods, 
particularly for our Focus 
Communities.

Focus Communities are those 
that have been historically 

marginalized or excluded from 
the outdoors in California. Of 

note are our growing reciprocal 
relationships with Latine, 

Indigenous, women/girl, and 
low-income rural communities 
within the coast redwood and 

giant sequoia ranges.



Importance of 
Diversity in 
Restoration
• Protecting and restoring 

salmonid habitat 
requires diverse 
perspectives and 
community support

• Lack of diversity in 
restoration can lead to 
biased decision-making 
and exclusion of 
underrepresented 
communities

• Diverse perspectives 
can bring new ideas and 
solutions to restoration 
challenges



Barriers to 
Outdoor 
Environments
• Lack of access

• Financial constraints

• Safety concerns

• Time & competing 
priorities

• Cultural and language 
barriers 

• Lack of representation

• Historical trauma



Bridges to 
Outdoor 
Environments
• Build trust

• Create inclusive spaces

• Offer resonant program themes

• Provide transportation option 
and meals

• Engage with community 
leaders and organizations

• Prioritize safety

• Be patient and persistent



Barriers to 
Bridges

• Relationship Development

• Support and deliver programs driven by 
Focus Community needs and interests

• Integrate Focus Communities across League 
conservation programs and operations. 



The Impact of 
Community 

Connections on 
Stewardship

• Forming a connection to 
outdoor environments inspires 
stewardship

• Stewardship is critical for the 
health of redwood ecosystems

• Connecting underrepresented 
communities to restoration 
can build a diversified 
workforce in the restoration 
and science education field



Take us for example:



Strategies for 
Fostering an 
Inclusive 
Restoration 
Workforce

• Hiring practices that prioritize 
diversity and inclusion

• Providing mentorship and 
training opportunities for 
underrepresented groups

• Creating a welcoming and 
inclusive workplace culture



DIVERSIFYING COMMUNITY CONNECTIONS 
TO SUPPORT HEALTHY HABITATS

Connecting underrepresented 
communities to outdoor 

environments they don't normally 
have access to is essential for 

inspiring stewardship and building a 
diversified workforce critical for the 

health of our ecosystems.



Key Takeaways:
• Build partnerships with community organizations that serve underrepresented groups

• Offer educational programs and community events to introduce diverse communities to 
restoration work and its importance.

• Create culturally appropriate materials and outreach strategies that resonate with diverse 
communities, including translated materials, social media campaigns, and targeted 
outreach.

• Offer compensation, stipends, or other benefits to community members who participate in 
restoration projects, as this can help to offset the cost of participation and promote a sense 
of ownership and investment in the work.

• Provide training and professional development opportunities to diverse participants to 
help build their skills and capacity in restoration work.

• Offer flexible scheduling and accommodations to help make participation more accessible 
for people with diverse needs, such as those with caregiving responsibilities or disabilities.

• Engage in active listening and open dialogue with diverse community members to 
understand their concerns and needs related to restoration work, and work collaboratively 
to find solutions that meet those needs.



111 Sutter Street 11th Floor

San Francisco CA 94104

p (415) 362 2352   

f  (415) 362 7017

SaveTheRedwoods.org

#Stand4Redwoods

Carla Avila, Climate Action Program Manager at Surfrider Foundation 
email: cavila@surfrider.org 

Leslie Parra, Outreach Program Manager
 email: lparra@savetheredwoods.org



 Bridging Cultural Fault Lines in the Middle Klamath to 
Build a Restoration Movement

Will Harling - Director 
Mid Klamath Watershed Council 



MKWC plays a major role in building a restoration-based economy in the Western Klamath Mountains.  We are results oriented and work 
through developed partnerships to plan and implement projects based on traditional cultural knowledge and the best available western science. 

Mid Klamath Watershed 
Council

















Off-Channel Habitat Construction for Juvenile Coho Salmon (2010 – Present)

• 2010: Stender, Buma, Alexander Ponds – All on Seiad Creek
• 2011: Lower Seiad and West Grider Ponds
• 2012: May Pond on Seiad Creek
• 2013: Ponds on Tom Martin, O’Neil, Camp, and Stanshaw Creeks
• 2014: DeCoursey Pond (Middle Creek – trib to Horse Creek) and Durazo Ponds on Seiad Creek. 
• 2015: Goodman Pond on Middle Creek  
• 2017: Lawrence Ponds on Horse Creek
• 2018: Fish Gulch Ponds on Horse Creek 
• Primary objective is to rapidly increase coho winter rearing habitat, however summer use has been documented in all ponds. 
• Extensive Monitoring: water quality (DO, temp), snorkel surveys, mark/recap popn estimates, maintaining habitat connectivity. 
• Shari Anderson MS thesis (2014) on coho growth, density, and abundance in constructed habitats, as well as tributary and beaver 

influenced habitats. HSU grad student Michelle Krall about to publish MS thesis. 
• Funding: USFWS Partners Program, NFWF/PacifiCorp, FishAmerica/NMFS, Caltrans/USFS and CDFW. 











Goodman Pond, Middle Creek (trib to Horse Creek)





Horse Creek Ponds Seasonal Population Estimates
*Data is preliminary 



Fish Gulch Mining Pond
Horse Creek at Fish Gulch



Lawrence Pond on Horse Creek - Before

Lawrence Pond on Horse Creek - After





NEPA Decision

• Final Environmental Assessment 
completed in December 2018

• Programmatic in Scope and Scale

• Covers entire Six Rivers NF

•Coastal Conservancy funded MKWC to 
enter into a Collection Agreement with 
Six Rivers NF to complete the 

•Restoration Actions can occur 
anywhere in fish bearing streams, lakes 
and ponds, as well as  adjacent riparian 
areas, as identified on the project area 
maps 

•Funding for key partners to fully engage



Collaboration Gone Wrong
Orleans Community Fuels Reduction Project, 2006-2011

• Predetermined footprint
• Burning dropped from the project NEPA
• Contract specs violated NEPA (cut hardwoods and large trees adjacent to cultural 

resources)



• Began facilitated upslope restoration workshops w US 
FLN in Spring 2013.

• An open group comprised of Federal, Tribal, 
Non-governmental Organization (NGO) and local  
participants.

• Collaboratively identified planning area (1.2 million 
acres)  

• Goal: Restore “historic” (natural w people) fire 
regimes in the Western Klamath Mtns.

• <2% Percent Non-Forest Service

• 67% Klamath National Forest
• 29% Six Rivers National Forest

• 84% Karuk Aboriginal Territory
• 29% Wilderness
• 21% Inventoried Roadless
• 31% Wildland Urban Interface



Shared Values

• Sustainable local economies

• Cultural and community vitality – includes food security and balanced human-fire relationship

• Fire-adapted communities

• Restored fire regimes

• Resilient, biodiverse forests, plants, animals, fish

• Healthy river system



Holistic Fire Management: Social, Cultural, Ecological, Economic Perspectives in Balance 

Currently in Phases 2 and 3: 

• Building support at all levels for upslope restoration actions to expedite the 
creation of fire resilient communities and forests.

• Large scale project planning through multi-agency Inter-disciplinary Teams 
(Agreement in Principle to Agreement in Practice).  

• Implementing Prescribed Fire Training Exchanges (TREX). 
• Workforce Development (Managing IQCS qualifications, scaling up capacity)

Western Klamath Restoration Partnership



From Conflict to Collaboration

OCFR Road Blockade

USFS/Karuk NFWF Project Ribbon Cutting Event



Geographic Zone of 
Agreement
⚫ Roads/Ridges/Trails
⚫ Private Property
⚫ Elk habitat potential
⚫ Vegetation Types
⚫ Fire History
⚫ Slope/Insolation
⚫ Mid-Mature Dense Stands





Fuel Breaks around our Communities

Orleans

Printed from MKWC’s 
ArcGIS Online.















Indigenous People’s Burning Network





• The bridge: Local, tribal, state, federal, national engagement/shared vision. 

• Multi-level collaboration (Firewise, PBAs,FSCs, WKRP, FAC/FLN, etc.) 

• Communities, planners, implementers, regulators, funders share responsibility/ownership. 

Engaging Partners



Klamath Siskiyou Outdoor 
School







Celebrate our Accomplishments/Each Other
● Do what we can with what we have. 
● Recruit/train local and key non-local staff.
● Building a support network of restoration practitioners in N. CA.





Fire Forward Rx Burn at Occidental Arts and Ecology Center 12/5/2021



BEDROCK 
PRINCIPLES FOR 

SUCCESSFUL 
RESTORATION 

PARTNERSHIPS 
Stephen Greenwood

National Policy Consensus Center



 
 

Is the collaboration 
of others  essential 

for successful 
salmon restoration? 



 
 

Frustrated at times 
because you can’t 

get certain 
stakeholders to 

agree or take the 
actions you want?



 
 

What do we mean 
by 

“collaboration”? 



Goal: Improving Your Outcome
  

     Us



Competitive Relationships  

               

             Us                                                    Them

“Win-Lose”  - You can’t win unless the other party 
loses



Collaborative Relationships  

  

      

                                 Us



Collaborative Relationships  
    Them

  

     

    

Us



Collaborative Relationships  
                                                                                                                                                    

  Them

  

                                            A

                       

    

                            Us                          B

           The Current Conditions



Collaborative Relationships  
                                                                                                                                                    

  Them

                                                                                      
MMo

                                            A

                       

    

                            Us                          B

 In order for you to win, they have to win, too.  

Northeast



Moving Northeast

+ The final outcome has to work for 
me

+ The final outcome also has to work 
for the others at the table.

+ I need to actively work to make 
both of those things happen

http://static.guim.co.uk/sys-images/Guardian/Pix/pictures/2014/3/18/1395143932572/Chess-board-and-hand.-Ima-012.j
pg



 
 

Can you be an 
effective advocate 
for your interests 
and still 
collaborate?



The #1 factor in attaining collaborative success:

Joint Ownership
(of the problem and process) 



 

Trust in 

the Process: 

Who convenes 

the work group 

matters.



 
Embrace 

disagreement 

as a collective 

challenge.



Some common 
approaches to 
conflict

• Treat disagreement as an anti-social, 
unwelcome act

• Ignore or deny the disagreement

• Try to prevail by creating alliances with 
others

• Try to prevail by convincing the dissenter 
of the superiority of your position



A Collaborative Approach to conflict

Acknowledge 
the conflict

1

Acknowledge 
the differing 
interests

2

Get to work on 
reconciling 
those interests.  

3



Centering Environmental 
Justice:  

Examples from the  
North Coast  

Natalie Arroyo, 
Humboldt County Supervisor  

District 4 



What informs my perspective 

• Family: Puerto Rican/ Oklahoman, military upbringing 

• Elected roles: County of Humboldt, City of Eureka 

• Boards: Klamath River Renewal Corporation, Humboldt Transit 
Authority, Redwood Coast Energy Authority, Redwood Region 
Economic Development Corporation, Humboldt Trails Council, 
Salmonid Restoration Federation 

• Other: 15 years in non-profit watershed and natural resources 
sector, O.G. Watershed Steward,                      U.S. Coast Guard 
officer, Cal Poly Humboldt           teacher, Humboldt Roller Derby 
skater 

2 



Under California state law: “Environmental 

justice” means the fair treatment of people of 

all races, cultures, and incomes with respect 

to the development, adoption, implementation, 

and enforcement of environmental laws, 

regulations, and policies.  
Gov. Code, § 65040.12,  

sub.e 

3 



Are the 29% of people identifying as black/ 

indigenous/people of color receiving fair 

treatment with respect to the development, 

adoption, implementation, and enforcement of 

environmental laws, regulations,  

and policies?  

   

4 



Example 1: Land back  

restoration and renewal  

• Tuluwat - Spiritual center of the Wiyot world, former 

industrial shipyard, EPA superfund cleanup site, 

returned to the tribe and now being restored. 

• Co-management with tribes of CA State Park lands 

and other public lands (Yurok Tribe, Intertribal 

Sinkyone Council, and beyond). 

• Mouralherwaqh acquisition and restoration - 

collaboration between the Wiyot Tribe, Cal Poly 

Humboldt, state agencies. 

5 



• Once laughed out of the room, now happening 
this year. A powerful example of tenacity, 
commitment, focus from Klamath Basin tribes.  

• Who do we employ and how? KRRC, unions 
have learned important learned in contracting 
and workforce inclusion and the role of tribal 
members, rural residents, women-owned 
businesses to subcontract or be direct hires.   
We are not there yet.  

6 

Example 2: Deconstructing dams to restore a 

watershed  



Example 3: Decisions about energy, 

housing + transportation matter for 

fish, watersheds, humans  

• Well above 50% of emissions are small vehicle 

transportation. Housing close to jobs and policies 

that address our biggest source of emissions are the 

work of ALL.    

• Political will and community support for this 

transition are key.  

• Advocacy – personal or professional - from 

scientists in the public sector is impactful.  

7 



• Responding to community needs and concerns – 
murdered and missing indigenous people, job 
opportunities, safety and not displacing vulnerable 
communities and undocumented people, equitable 
treatment of youth in schools.  

• Caring and addressing these are critical to building 
trust. Requires creativity and resourcefulness to build 
unique partnerships, outside of existing silos!  

• Ask partners about their commitments to justice up 
front and include language in agreements.   

8 

Example 4: Addressing unintended consequences of 

environmentally important projects  



Walt Disney 

 

Sample Footer Text   9 

 

 

 

                                           

 

“…there is no ability   

for us to do civil rights work or racial 

justice work without there being a 

true incorporation of environmental 

issues.”  

- Abre’ Conner 

NAACP Director of Climate and 

Environmental Justice  



Take-aways 

Be open to feedback 
from people who have 

lacked power, even 
painful feedback  

Consider the seemingly 
unrelated impacts of 
your work and ask big 
questions about them  

Include equity 
actions as part of 

your project 
planning and team 

selection  

10 

Big, systemic 
changes require 

courage and 
willingness to 
accept some 
consequences  



Thank you!  

Natalie Arroyo        

NArroyo@co.humboldt.ca.us 

11 



We want to focus on what matters most to you today

What questions motivated you to come to this session?  

What questions arise for each speaker? 

Take several post-its – as your questions come up 
during presentations, put one question on each 

I'll collect them as we go and organize them by 
themes for discussion at the end



Starting At Home: 

Co-Creating An Inclusive 

Restoration Organization Culture

In: Approaches to Build Trust and Engage our Diverse Communities
A Session at the Salmonid Restoration Federation Conference

April, 2023

Jen Rice
and in absentia, Annie Hodges

Independent Consultants





Org Mission
 - what you see

Inclusive 
beliefs & 
norms
- what you feel

● “The way things are really done,” not 
just how we say we get things done

● Overall Objective - align and 
integrate the top and bottom parts 
of the “iceberg” of culture

● An inclusive culture, felt inside and 
out, requires intention, attention and 
time to cultivate

What is Organizational Culture?



Resources

Relationship of Organizational Culture & Structure

Culture
Core mindsets, beliefs, behaviors, assumptions, psychological safety, 
norms, narratives

Structure
Policies, org chart/authorities, board relationship

Strategy
Plans, methods, partnerships, financing, programmatic focus areas

Tactics
Software, contracts, projects, events, meetings, fundraisers

Based on a concept developed by

Successful 
org change

starts here



Evolving an 
organization’s 
culture 
puts you in a 
complex 
operational 
setting 
and requires 
adaptive 
leadership



Org change: 

we are here

Adjusting 
leadership 

skills, 
framework 

and strategies 
for the type of 

operating 
environment

For more info: 
check out David 

Snowden’s white papers 
& TED talks

(experiment)



Adapted by J. Rice from: Rudiger & Government Alliance for Race & Equity (2022); Bushe (2020); Snowden & Boone, (2007); Schein & Schein (2016); Kotter (2012); Arena, Cross, Sims & Uhl-Bien (2017)

Successful
EVOLUTION OF 

GROUPS,
ORGANIZATIONS, &

NETWORKS

CATALYZING & VISUALIZING:
Shared interests & purpose

NORMALIZING:
Shared mindsets, 
beliefs, behaviors

ORGANIZING:
Shared agreements 
systems & 
partnerships

OPERATIONALIZING:
 Shared 
  infrastructure, 
   tools & strategies 

Good steps when navigating 
complex operating 
environments that require 
adaptive leadership...

ADAPTING:
Shared 
learning & 
evaluation



How do you successfully evolve 
organizational culture to be inclusive?

Co-Creation!
... starting with:



UNCLENCH

We scientists, planners and 
academics are trained to think we’re 
the experts. 

We like to know and we like to be in 
control. 

STOP 

We don’t know, and we aren’t in 
control. 

[Reminder to self!]



LISTEN
● Historically marginalized communities 

are the only ones who know what it will 
take for organizations to be desirable 
workplaces (to stay, grow) and partners

● Appreciate the gift of perspective & 

feedback – it’s often challenging and 
exhausting to give (repeatedly)



DEMONSTRATE UNDERSTANDING, RESPECT & RECIPROCITY
● Examining harmful assumptions, norms, practices… and changing them

● Respect that experiences different than our own are valid

● Making peace with being uncomfortable

● Showing up, building relationships & trust



  When people have a sense of common purpose [they 
have generated together], they are far more likely to 

self-organize in a way that supports the collective good. 
 

     - Gervais Bushe, The Dynamics of Generative Change (2020 )

When people lack a strong common purpose they have 
co-created (vs. told to them), they are more likely to 
self-organize in a way that supports their individual or 
group’s needs, wants, and agendas.  

SHARED 
PURPOSE



Where do you begin?

Gauge motivation & find 
your people!



Phase 1: Champions, Innovators or Change Agents

Phase 2: Allies or Early Adopters

Phase 3: Supporters & Followers

Relational ORGANIZING “Snowflake”
- Marshall Ganz

Why is this 
important to 
you? What 
do you 
dream of? 

I’m from a mixed-race 
family. We grew up on a 
dead creek and I want 
kids like me to have 
access to thriving water 
habitats and families 
like mine to have clean 
water…



Phase 2: 
Allies             
NORMALIZING  

Phase 1: 
Exploratory 
Champions
CATALYZING 
VISUALIZING



To recap… 
● Becoming an inclusive, equitable organizational culture requires 

intentional, co-creative evolution

● First, listen and demonstrate you understand what diverse 
communities you work with need, know, see and think of your efforts

● Successful updates of structure-policy-strategy are based on 
co-created values/beliefs and norms

● Start with champions who compassionately connect with and engage 
increasing numbers of staff, board, partners

● Develop, test and make sense of experiments… together 



One of my favorite ways of understanding nature creating more 
possibilities, is to watch water move through the world. Water 
creates the ways for itself, moving with gravity, moving around 
obstacles, wearing down obstacles, reshaping the world. When there 
isn’t an overt way forward, water seeps into the land, becomes a 
vapor in the sky, freezes into ice. When the time comes, water moves 
over the land in cloud form and nourishes elsewhere. 

And, of course, we humans are mostly water, and look 
how many ways we manifest. 
- Adrienne Marie Brown, Emergent Strategy, 2017

https://www.akpress.org/emergentstrategy.html


Further explorations... 

River Management Society Webinar, March 2022 
Fostering Respect for Indigenous Cultural River Uses: 
Acknowledgement & Reciprocity in Action

Environmentalism’s Racist History
• Jedediah Purdy, New Yorker Magazine, 2015

Declaration of the Rights of Indigenous Peoples (UNDRIP)
• United Nations, 2007

Collaborations in Indian Country
• Craig Tucker, 2021

Environmental Justice, American Indians and the Cultural Dilemma: 
Developing Environmental Management for Tribal Health and Well-being 
• Ranco, et. al., 2011 

‘This is what reconciliation work can look like’: A researcher explains why 
she’s using settler-colonial methods to interrogate settler-colonialism in 
national parks.
• B. Toastie, 2022

What Good Is A Land Acknowledgement
• Cutcha Risling-Baldy, 2020

Environmental Groups’ Greatest Obstacle May Not Be Republican 
Opposition: Big environmental groups have an ambitious agenda, but 
success requires satisfying their Black, Latino and Indigenous critics
• Zack Coleman, 2021 

Tribal Co-Management of Federal Lands: Acknowledging 
the History and Considering the Path Forward
• Chuck Sams, 2022

How We Work: Indigenous Peoples and Local 
Communities
• The Nature Conservancy website

https://www.gotostage.com/channel/93f4eecaee1d443eb2affdf20b34b594/recording/7e2c2da86bcc437faeb87a2e6d2b4a79/watch
https://www.gotostage.com/channel/93f4eecaee1d443eb2affdf20b34b594/recording/7e2c2da86bcc437faeb87a2e6d2b4a79/watch
https://www.newyorker.com/news/news-desk/environmentalisms-racist-history
https://www.un.org/development/desa/indigenouspeoples/wp-content/uploads/sites/19/2018/11/UNDRIP_E_web.pdf
https://hydroreform.org/resource/collaborations-in-indian-country/
https://swinomish-nsn.gov/media/53995/swin_pr_2011_02.pdf
https://swinomish-nsn.gov/media/53995/swin_pr_2011_02.pdf
https://www.hcn.org/articles/indigenous-affairs-interview-this-is-what-reconciliation-work-can-look-like
https://www.hcn.org/articles/indigenous-affairs-interview-this-is-what-reconciliation-work-can-look-like
https://www.hcn.org/articles/indigenous-affairs-interview-this-is-what-reconciliation-work-can-look-like
https://www.youtube.com/watch?v=-WgxfugOtAY
https://www.politico.com/news/magazine/2021/02/05/environmental-movement-racial-reckoning-green-diversity-465501
https://www.politico.com/news/magazine/2021/02/05/environmental-movement-racial-reckoning-green-diversity-465501
https://www.politico.com/news/magazine/2021/02/05/environmental-movement-racial-reckoning-green-diversity-465501
https://www.doi.gov/ocl/tribal-co-management-federal-lands
https://www.doi.gov/ocl/tribal-co-management-federal-lands
https://www.nature.org/en-us/about-us/who-we-are/how-we-work/community-led-conservation/
https://www.nature.org/en-us/about-us/who-we-are/how-we-work/community-led-conservation/


Be The Change!

(Don’t Just Plan The Change)

Jen Rice

jen@jenriceconsults.com

mailto:jen@jenriceconsults.com
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