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Presenter name, title, City of Tacoma
We are excited to share our experience in building a Community Ambassador program to meaningfully engage the diverse, multiethnic, and multilingual members of our community in our Recycle Reset project
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We would like to start by posing an icebreaker question: What questions do you have about engaging diverse and/or multilingual communities?  
Presenter Note: Use a liberating structure (as time allows)
30 seconds – think independently, silently
1 minute – discuss with a neighbor
2 minutes – open discussion with whole group, ask volunteers to raise hands and share
Excellent! Thank you for sharing. We had many of the same questions as we set out to develop this community engagement program. We have been able to answer some and are still in the process of finding the answers to other questions throughout this process. 
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Program
Background



Timeline

China 
announces its’ 
National Sword 
Policy, which 
alters the 
international 
recycling 
industry. 

2018
City of Tacoma’s 
municipal 
recycling 
program is 
impacted by 
decreases in 
value of and 
demand for 
recyclable 
materials.

2018-19
Tacoma solicits 
community 
input on the 
future of the 
City’s recycling 
program.

2019
Tacoma 
implements the 
Recycle Reset 
project, which 
allocates 
funding to 
maintain 
recycling 
services and 
expand waste 
reduction and 
recycling 
education. 

2020-22
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Presentation Notes
In 2018, China banned the import of most paper and plastic for recycling, primarily due to excess contamination.
The National Sword policy led to higher costs for the City of Tacoma’s recycling program in 2018 and 2019.
In response, the City of Tacoma solicited community input on the future of our recycling program in 2019. From this we learned that the community overwhelmingly supported recycling and wanted the program to continue AND they were willing to pay higher costs to maintain the program. We also learned that community members strongly felt there was a need for increased recycling education.
Based on community feedback the City initiated the Recycle Reset project in 2020, which allocated funding to maintain recycling services, with a few adjustments, and expand recycling education and outreach.




• Maintain residential curbside commingled 
recycling service, with minor adjustments to 
the accepted materials.

• Stop curbside glass collection and provide 
satellite recycle centers and/or satellite glass 
drop-off boxes

• Add a $2.82 surcharge per customer per month 
to cover the increased costs of recycling and 
provide resources for improved customer 
recycling education –

• Community outreach and education 
• K-12 classroom education  
• Residential customers who qualify for 

Environmental Services' utility 
affordability assistance program exempt.

Recycle Reset
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Maintain residential curbside commingled recycling service, with minor adjustments to the list of accepted materials (i.e. removing shredded paper and plastic bags from the list)
Stop curbside glass collection and provide satellite recycle centers and/or satellite glass drop-off boxes 
Add a $2.82 surcharge per customer per month to cover the increased costs of recycling and provide resources for improved customer recycling education – this included funding for community outreach and education as well as K-12 classroom education  
Residential customers who qualify for Environmental Services' utility affordability assistance program will be exempt from the surcharge.
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Community Ambassadors
W

ho • Tacoma 
residents

• Members of 
English, 
Spanish, 
Russian, 
Korean, 
Vietnamese 
and Khmer 
language 
communities

• Ages 12+

W
ha

t A program 
designed to 
provide 
training and 
resources for 
people who are 
interested in 
becoming 
leaders in 
recycling 
education

W
he

n • Developed in 
2019-2020 

• Offered 
trainings and 
train-the-
trainer 
workshops 
2020-Present

• Online via 
Zoom

• Phone 
• In-person

• Increase 
recycling 
literacy and 
resources in 
communities 
that have 
been 
historically 
underserved 
and/or 
marginalized

• Decrease 
contamination

• Supplemental 
funding

• Community 
partnerships

• City and 
Partner led 
workshops

• Train-the-
trainer 
models

• Transcreation
of multimodal 
educational 
materials

H
owW
hy

W
he

re
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Community Ambassador Program
The additional funding from our recycling surcharge for community outreach and education allowed us to implement our Recycle Reset Community Ambassador Program:
Who?
Tacoma residents
Members of the City’s six most common language groups – English, Spanish, Korean, Vietnamese, Khmer, and Russian (and more!)
Ages 12+ - also wanted to engage interested youth
What?
A program designed to provide training and resources for people who are interested in becoming community leaders in recycling
When?
Developed in 2019-2020
Began offering trainings and train-the-trainer workshops in 2020 and continuing to present
Where?
Due to the Covid-19 pandemic we needed to be flexible with where our trainings occurred
Many trainings occurred online via Zoom
Some trainings were conducted with participants joining via phone
Other trainings were conducted in-person with Covid safety protocols in place – social distancing, masking, some outdoor spaces, etc.
Why?
Main goal of the program was to increase recycling literacy and access to recycling resources in communities that have been historically underserved, underrepresented, and/or marginalized 
Secondary goal was to decrease contamination in our recycling stream
We will provide more detail about this in later slides
How?
This program was made possible with supplemental funding from our recycling surcharge and grants
But the program would not be possible at all without community partnerships
Our program model has been very adaptable to accommodate the unique needs of our diverse community
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Here’s how the basic structure or flow of knowledge has worked in our program
City and Community partners plan and facilitate an educational training workshop
Ambassadors: 5-10 participants attend this training and complete an action plan – or a plan for sharing recycling information within their own networks – for this they receive a stipend and program certificate
Ambassadors then implement their action plan within their own community network
Trainers – 1-2 participants that are interested in going a step further can volunteer to become trainers
Paid 50 dollars an hour for up to 10 hours of work
Trainers lead their own training with support from the City and Community Partners – 5-10 more ambassadors who share information within their own community
Trainers also implement an action plan to share information within their network
In essence this program is built to be a branching network of engaged community members who are excited to share information about how to recycle right throughout the City – across different cultural, ethnic, racial, and multilingual groups  



Why Community 
Ambassadors?

• Diverse communities require 
diverse approaches

• Multilingual and multicultural 
communities

• Cultural competency
• Role of the Covid-19 pandemic
• Use of technology by demographic
• Correlation between underserved 

communities and recycle stream 
contamination

• Language access and justice
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We decided to come up with this program because we wanted an inclusive strategy. A strategy that is appropriate for a community that is as diverse and multilingual as ours. 
And because of the pandemic. When it started in 2020, we lost the ability to reach out to people the way we used to (community events, meetings, etc) so we decided to design an amplified word of mouth strategy. We knew that no matter how much the technology advances, word of mouth is still the most effective way to communicate. And, in order to exercise cultural competency, we also need to keep in mind the economic or generational barriers that residents have regarding technology.
We also saw (qualifying data / drivers) a correlation between contamination in our recycle stream and underserved communities.




Why Community Ambassadors?

Tacoma Population by Race Language All Ages
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Tacoma is a city of 220.000 inhabitants and this 64.8% represent the people who we have historically reached effectively.
But now we must recognize that Tacoma is a city of layers so, when we see here Indo-European languages, we understand we are talking about Russian, Polish, and other Slavic languages. Asian and Pacific Island language means that we need to communicate with people who speak Korean, Vietnamese, Thai, and Khmer.
In the case of Spanish, the vast majority of residents are from Mexico, a small percentage from Puerto Rico and  other countries (like Colombia ). We recognize the differences between Caribbean, Peninsular, and Latin American Spanish, so a language localization process was necessary in order to assure that we are communicating in a Spanish that most of our residents understand. Example: straw / trash bin




A Citywide
Commitment 

• Addressing City resolutions and 
strategic plans

• Tacoma 2025 represents our 
community’s vision for 
Tacoma’s future

• Equity Index 

• Resolution 40622

• Equitable Engagement Plan

• Language Access Plan and 
Policy
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We also have a commitment as a city, so we needed a strategy that aligns with our resolutions and plans:
 Tacoma 2025 represents the vision that we, as a community, have for our future. It was a strategy designed by more than 2,400 residents (non profits, residents and community leaders, business, agencies, etc). It outlines the city where we want to live in the near future. 
With defined indicators and other ways to measure progress, it is a plan that guides where the City of Tacoma – as both a local government organization and a community – is going over the next 10 years. 
The Equity Index is an interactive tool that highlights the disparities. This map that you see here is part of it. The index informs how the city, organizations and other decision make data-informed decisions to improve access to opportunity for all community members. 
Resolution 40622 I t is an anti-racist resolution that recognizes that black communities and communities of color have been underserved. It recognizes that transformation is urgent and necessary. 
Equity in Engagement Plan 
Language Access Plan / policy  Will be implemented this year…




Partnerships are crucial to the 
success of the program.
• Builds trust and rapport with community 

members
• Reach underserved and marginalized 

communities
• Provide support with: 

o Promotion and recruitment 
o Training space 
o Translation and transcreation
o Distribution of stipends and 

certificates

Partnerships
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How we do this?
We need our partners to help us build new relationships with these communities and to develop TRUST. We recognize that there is justified skepticism, so this is going to take time.
Our partners have also provided us with space. In order to exercise cultural competency, we had meet people where they were, always keeping in mind covid 19 safety protocols. For instance, … meeting Russian residents at the community garden…
Our partners have also support our translation and transcreation processes and have helped us with the distribution of stipends and certificates. I’ll elaborate later on when I’m sharing our challenges…




Budgets are developed in 
coordination with partners.
• WA Dept. of Ecology: $60,000
• U.S. Conference of Mayors

• First Place for Medium-Sized City: 
$175,000

• Expanded to multifamily recycling & 
food/yard waste

• City of Tacoma biennium budget (2022-
2023): $600,000 (request)

• ~50% staff/admin; 50% 
programmatic/partners

Budget and Funding
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We obviously needed funding to implement this strategy.
We applied for a grant with the WA department of Ecology and with that grant we funded our pilot phase which was focused on our single home and duplex residents. 
The pilot was successful enough and we got a second grant from the US Conference of Mayors to expand to multifamily recycling and food and yard waste. This is very important in terms of equity because, given the expansion and aggressive gentrification that Tacoma is facing right now, the city is planning an increase of multifamily units and it is important for us to make our multilingual trainings available to those residents.
In terms of food and yard waste, we have encountered that many residents don’t know that they can compost food leftovers and not only yard waste.
Now we want to make this program permanent because our ambassadors want continuity and recycling is a changing industry so we hope to be funded by the city budget in the near future.



Contracting is the most challenging and 
time-consuming aspect of the program.
• 3-6 months to fully execute
• Not designed for on-going community 

engagement and relationship building
• Available in English only - language access 

barrier
• Important: Flexibility and accountability

Contracting
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As I said before, we experienced some challenges.
Our systems are designed for big / capital projects, big budgets, robust contracts, expensive insurances… When you want to work with grassroots organizations and directly with residents, you need flexibility. 
People don’t want to do paperwork and sign contracts to receive a stipend so two years ago we started the process to have a gift-card policy in place. This will allow us to exercise equity and inclusion by recognizing the participant’s time and also being able to include residents who, given their documentation status, can’t access some government programs / funds. I’m happy to share that TODAY we have been authorized to start using gift-cards.
Our provider payment system, ARIBA, is fairly complex and we don’t have instructions in other languages for people to learn how to handle this. We are working on all these aspects but it is going to take time. It is part of a systemic change.



Cultural competency is a vital 
aspect of language access.
• Different cultures have different values
• Value existing knowledge in the “room” 
• Identify values and topics of interest 

early
• Flexible presentations ensure an engaged 

audience

Language Access
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In a nutshell, the very key components of this strategy are cultural competency, language access, and current knowledge about recycling.
Cultural competency to recognize that when our residents come to these trainings they already have knowledge and their values include the health and care of their communities and environment. Some of them come from places and cultures that highly value nature. It was great for us to provide them with an opportunity to take care of their immediate environment from home, in the mist of the pandemic.
In terms of language access we have to include the technology language… there are generational barriers too. We also have to understand that translation is never enough. That transcreation processes are necessary to really find the equivalent to what we want to communicate not only with words but with images and icons.
Flyer examples
We have learned a lot and we keep learning and that is better explained in our curriculum. My C / Kate will tell you more about it.




Curriculum development is an ongoing 
and evolving process.

• Incorporated feedback from focus groups
• Adapted to ensure safety of participants 

due to the Covid-19 pandemic
• Designed with equity and access in mind:

• Technology support
• Language access
• Iteration and replication
• Multiple training models

Curriculum Development
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To design our initial curriculum we began by incorporating feedback from multiligual, multicultural focus groups – because as we previously mentioned, different cultures have different needs. We needed to incorporate each groups needs into the overall design of our curriculum and also be ready to make adaptations for different groups. 
HOWEVER – this program has been implemented during a global pandemic, so we also needed to adapted to ensure the safety of our participants, partners, and City staff
Most trainings needed to occur remotely to ensure safety 
Some trainings held in person with social distancing, cleaning, and masking procedures in place
Meanwhile, we were also trying to design this program with equity and access in mind:
Technology support – provided videos, resources, live support, and multiple modes of technology (phone, Zoom, Whatsapp, etc.) to help participants with a wide range of knowledge of and access to technology
Language access
Image based presentations
Ability to work with partners or in groups to accommodate live translation and instruction
Transcreation of materials, not just translation
Support from partners to accommodate language needs
Iteration and replication
Continuously asked for feedback from partners, trainers, and ambassadors
Adapted our model for nearly every individual training to meet the needs of individual participants and different groups
Trainings needed to be replicable so that our new trainers could lead their own workshops – provided training materials, one-on-one support with planning and preparation, usually attended to answer technical questions
Multiple training models
Lecture-based training
Interactive training using an educational tool called Nearpod
Small group trainings using an educational handbook that we created specifically for this program
Discussion-based training
Small group and one-on-one support with action planning
Follow-up support via phone, Zoom, in-person meeting to help ambassadors implement action plans




Educational
Resources

All of our resources can be shared 
digitally or in print, across multiple 
platforms.

• Handbook
• Welcome Packet
• Nearpod
• PowerPoint Presentation
• Action Planning Worksheets
• Waste Sorting Game
• Children’s Activity Books
• Recycle Coach
• Flyers



Program 
Outcomes



Community 
Ambassador 
Trainings17

150
Ambassadors

125
Action Plans

New 
Community 

Trainers8
I need flyers in Spanish 

and English! I need to start by educating 
my family, then my 

neighbors and friends... 
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By the numbers:
17 Ambassador Trainings (including train-the-trainer workshops)
140 community ambassadors trained
125 action plans
8 New Trainers - English, Russian, Vietnamese, Thai, Spanish
To give you more of an idea of the impact of our program, I will let our partners and ambassadors share - Video






What’s Next?



• Long-term funding is essential to 
maintaining program and support 
staff

• Development of new branches:
• Food and Yard Waste
• Multi-Family Recycling
• Waste Prevention

• Continue to share information and 
program updates with ambassadors

• Development of logo and branding for 
program

• Ambassador Summit (2023)

Program Sustainability

Presenter
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Long-term funding is essential to maintaining program and support staff – we are currently in the process of a budget proposal that would provide indefinite City funding for this program, rather than being dependent on grants and awards 
We are in various stages of development for new branches of our program:
Multi-Family Recycling
Food and Yard Waste
Waste Prevention 
We will continue to share information and recycling program updates with ambassadors with the help of our partner agencies
Development of logo and branding for program to unify our community efforts 
Hope to hold an Ambassador Summit in 2023 to allow ambassadors to meet, share strategies, and most importantly celebrate their successes




Questions?



Thank You!
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