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Fiscal Year 2022 Annual Report- July 1, 2021- June 30, 2022 
OVERVIEW 

Realizing Arlington’s Commitment to Equity (RACE)— a phrase and 
statement that is now a vision—represents a Countywide  effort to 
advance equity based on the Arlington County Board ‘s 2019 Equity 
Resolution.   

Under the office of the Arlington County Manager, in July 2020 the 
County put into place a mission statement and strategic framework to 
implement RACE across the enterprise and throughout the community, 
with four goals: Normalize, Organize, Operationalize and Assess. 

This report summarizes the initiatives and projects established under 
Realizing Arlington’s Commitment to Equity (RACE) provided in the 
Fiscal Year (FY) 2022 Work Plan. 

Organized by the framework’ goals, it documents how the program 
used data to measure its success and impact in the community and 
County government, as well as its effort to build a shared knowledge 
for informed discussions about race and equity internally and externally 
during the period. It also provides a snapshot of its activities during the 
fiscal year and sets forth the work that will continue in the next.  

Impact on the Community, County Government  

Success for RACE in meeting its vision, mission, goals, and objectives is measured against how well it is progressing 
in its efforts to normalize, organize, operationalize, and assess the concepts of race and equity in Arlington as 
described below:  
 

 

 

VISION 
An equitable Arlington is one 

where all are valued, educated, 
healthy and safe regardless of 

race. 

 

MISSION 
As an employee, resident or 

business in Arlington, advance 
racial equity as a county-wide 

priority to eliminate, reduce, and 
prevent disparities in our policies, 

procedures, practices, 
engagement, and interaction with 
and service to the community. 

https://www.arlingtonva.us/Government/Topics/Equity
https://arlingtonva.s3.amazonaws.com/wp-content/uploads/sites/22/2019/09/Equity-Resolution-FINAL-09-21-19.pdf
https://arlingtonva.s3.amazonaws.com/wp-content/uploads/sites/22/2019/09/Equity-Resolution-FINAL-09-21-19.pdf
https://www.arlingtonva.us/Government/Topics/Equity
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There are several means by which the County assesses RACE in its advancement of racial equity both countywide 
and within the organization. One is the regular review and analysis of data presented in the Race and Ethnicity 
Dashboard and an accompanying Briefing Paper. What the County found with its most recent update is that while 
there have been improvements in “closing the gap so that race is no longer a predictor of one’s success” in Arlington 
between 2010 and 2020, disparities still exist, for instance: 
 

Wealth and Income 

Median household income 
among Black and 
Multiracial/Combined 
Populations has declined since 
2010 (when adjusted for 2020 
inflation). Proportionally, 
household income among 
Persons of Color also lags white 
households by nearly by half 
(48%), for Blacks roughly one-
third (33%), for Hispanic (59%) 
and Multiracial/Combined 
Populations (62%), and about 
one-quarter (73%) for Asians.  

Among households, wage 
disparities widened between 
white households and households of nearly all race/ethnic groups, except 
for Hispanic households, whose median household increased more sharply 
in the past decade than other groups. 

While white households represent about three out of every four 
households in Arlington County, they only represent approximately half 
(56%) of households who earn less than $50,000, a statistic that has 
remained consistent over the past decade. 

Persons of Color still disproportionately earn less than $100,000—a wage 
that cannot afford the median home in Arlington without substantial 
down payment assistance or public subsidy. 

Housing 

Over the past decade, the proportion of white and Black renters increased 
slightly more than Hispanic renters, and homeownership rates among 
Asian and Multiracial/Combined Populations increased slightly during the 
same period. Persons of Color are much more likely than white residents 
to rent, despite the general increase in renting households. 
 

Education 

College graduation rates have increased across Arlington County and for 
all race/ethnic groups. The increase in the share of Black, 
Multiracial/Combined Populations, and Hispanic residents exceeded the 
County rate increase. While an improvement over the last decade, Black, 
Multiracial/Combined Populations, and Hispanic residents are nearly half 

as likely to graduate with at least 
a bachelor’s degree than white 
residents. Some potential 
factors include: 

 Lower English proficiency, 
particularly among Hispanic, 
Asian, and 
Multiracial/Combined 
Populations. 

 More than double the share 
of households without access 
to a home computer, 
particularly Hispanic, Black, 
and Multiracial/Combined 
Populations; and 

 Overrepresentation among 
low-income households, 
including two to three times 
the share of households living 
in poverty, which limits the 
amount of personal resources 
available to participate in 
higher education. 

Source:2022 Brief - Arlington’s Race and Ethnicity Dashboard 

 

https://app.powerbi.com/view?r=eyJrIjoiMjMzMWZlYjUtMTY1MC00Y2ZmLTgxMjctNjczN2FjNDY2ZGJkIiwidCI6IjgwMzU0ODA0LTFmZGYtNDI4ZS05ZjVmLTUwOTFlOTk0Y2Y1NCIsImMiOjF9
https://app.powerbi.com/view?r=eyJrIjoiMjMzMWZlYjUtMTY1MC00Y2ZmLTgxMjctNjczN2FjNDY2ZGJkIiwidCI6IjgwMzU0ODA0LTFmZGYtNDI4ZS05ZjVmLTUwOTFlOTk0Y2Y1NCIsImMiOjF9
https://www.arlingtonva.us/files/sharedassets/public/projects/documents/data-and-research/race-and-ethnicity-dashboard/2022-brief-arlingtons-race-and-ethnicity-dashboard_5-16-22.pdf
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MEASURING RESIDENT, EMPLOYEE SATISFACTION 

In addition to the dashboard, periodic assessments, and surveys such as 
the DRE Community Assessment (2020) and the Resident Satisfaction 
Survey are other means to assess countywide  advancement of racial 
equity.   

 

The 2022 Resident Satisfaction Survey included questions on both 
awareness and understanding of race and equity, participation, and 
equitable service delivery. Findings from the survey, reported that 
residents are most satisfied with County efforts to ensure all residents 
have equitable access to fire, emergency, rescue services, and library 
services: 
 
• 77% are satisfied with County efforts to ensure all residents have 

equitable access to fire, emergency, and rescue services. 

• 76% are satisfied with County efforts to ensure all residents have 
equitable access to library services. 

• 73% are satisfied with County efforts to ensure all residents have 
equitable access to parks and recreation programs. 
 

While there was a high level of satisfaction with respect to equitable 
service delivery and access to services, the survey identified some areas of 
opportunity, as well. 
 
• Overall familiarity (40%) with County efforts to advance racial equity.  

• Ensuring equitable access related to housing options – 41% are 
unsatisfied with the County’s efforts. 

• Ensuring equitable access related to development of the County’s 
budget – 46% are satisfied with the County’s efforts. 

Finally, to understand where 
and how racial equity shows up 
in the organization and how well 
the County met or did not meet 
the measures of success 
identified for RACE, County staff 
completed several program and 
project evaluations throughout 
the period. Below is a summary 
of those assessments: 
 
The Race and Ethnicity 
Dashboard and Racial History 
Timeline increased awareness 
among individuals in the 
community and County 
employees as both were the 
basis for conversation at the 
County Fair, panels and 
workshops facilitated by 
organizations both at the County 
level and nationally, and 
informed major projects 
underway in the County in 
service to the community. 
 
RACE VCircles allowed 
employees to engage in 
conversations regarding race 
and racism and the Leading with 
RACE modules and Racial Equity 
Workforce Training provided 
shared understanding, 
terminology, concepts, and 
space for employees to further 
dialogue within and across 
departments. Together, these 
initiatives represented a three-
prong approach to learning and 
normalizing. 
 
An increased number of 
employees and stakeholders 
reported being committed to 
prioritizing racial equity as a 
core value for the organization. 
This was due to participation in 
RACE VCircles, dialogues on race 
and equity, and participating in 
racial equity workforce training.

https://www.arlingtonva.us/Government/Departments/CMO/Resident-Satisfaction-Survey-2022-Results
https://www.arlingtonva.us/Government/Departments/CMO/Resident-Satisfaction-Survey-2022-Results
https://www.arlingtonva.us/files/sharedassets/public/topics/documents/2022-resident-satisfaction-survey_race-and-equity_05.13.22.pdf
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Evaluations of various training and 
educational opportunities identified 
gaps in knowledge and competency 
among employees and in the 
community, including applicability of 
content for day-to-day living; diverse 
learning styles and language 
accessibility; representation of 
communities of color and relevance 
and relatability of content to Black, 
Indigenous, (and) People of Color 
(BIPOC); time and resources to expand 
and go deeper in conversation and 
application; data collection, 
disaggregation, analysis and 
application; communication and 
messaging. Here is a sampling: 

• The fiscal year 2022 operating 
budget included funding for two 
dedicated staff to lead the 
County’s racial equity efforts, and 
the FY2023 budget included ongoing funding as opposed to one-time 
funding provided for fiscal years FY 2021 and 2022. But its 
development saw limited application of an equity lens to the 
operating budget, Capital Improvement Plan (CIP), and resources to 
build capacity to compile data to track, measure and monitor 
progress.  

• Not all employees have full awareness of The Racial Equity tools (the 
Race and Ethnicity Dashboard, Racial History Timeline, Equity Lens 
Process Guide, and a Racial Equity SWOT analysis), nor are they 
trained to use them, even if they are aware of their existence. 

• The County has not quantified the level of knowledge and 
understanding of systemic and institutional racism, (where and how it 
shows up), or strategies to address it. However, it did collect 
qualitative data through evaluations completed as part of training and 
educational opportunities and DRE. 

• Employees expressed the need for greater visibility and presence of 
leadership on RACE. Specifically with respect to iterating it as a 
priority for the organization and the ability for it to be an integral part 
of employee’s work. They also were persistent in expressing a desire 
to center racial equity in their work in service to the community and 
accounting for it in the workforce. 

However, they expressed a desire for greater accountability from 
leadership and a need for clear direction for advancing racial equity as 
a Countywide priority. In addition, employees showed hesitancy to 
engage with and among the County’s hierarchical structures, 
especially during interdepartmental workforce training sessions that 
featured a dynamic mix of positions.  

Employees also reported 
feeling that speaking to 
those of higher positions 
was neither appropriate or 
welcomed and there 
remains discomfort to use 
the term race and racial 
equity. 

• Community groups and 
advocates expressed the 
need for race and equity to 
remain center in areas such 
as budget development, 
service delivery, and 
community engagement. 

As provided through 
engagements and 
participation with 
leadership and elected 
officials, the topic was 
consistent and there was 
continued opportunity to 
demonstrate commitment 
and accountability with 
respect to not only speaking 
about it but ensuring it was 
part of policy discussions 
and decisions. 

Strategic Framework Plan Goals 
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Fiscal Year 2022—A Period of Continued And Sustained 
Effort 

Fiscal Year 2022 was a period of continued and sustained effort to 
establish a shared understanding and terminology around race and racial 
equity within the community and the County government, or organization 
(normalize). It also was a period of capacity building within the 
organization to establish a structure to institute and implement racial 
equity (organize).  
 
Specifically, work focused on building the internal capacity of the 
organization while continuing to expand partnerships and build 
relationships to advance racial equity within the community. What follows 
is a summary of the various projects, tasks, and activities undertaken 
during the period in furtherance of the vision, mission, goals, and 
objectives for RACE. 

TASKS AND ACTION ITEMS 

NORMALIZE  
Leading with RACE (Online Courses for Employees) 

The County continued to offer a series of online classes focused on racial 
equity for all employees. Called Leading With RACE, the planned 10-unit 
series, offers employees short, interactive learning opportunities to 
develop foundational knowledge (terms, definitions, and concepts), and to 
ensure the delivery of similar, consistent information and resources 
throughout the organization.  
 
Development of the modules is ongoing with the covered concepts 
building on each other as employees progress through the course. 
Additionally, companion resources and conversation guides are provided 
for each. During the reporting year, the first four modules were complete 
for distribution to 4,517 employees: 

• Module 1: Intro to Racial Equity (September 2021) 
• Module 2: What is Race? (October 2021) 
• Module 3: What is Racism? (January 2022) 
• Module 4: Impacts of Systemic Racism (April 2022) 

 
As of July 12, 2022, 89.5% of employees successfully completed all four 
modules distributed across all County agencies including the Sheriff’s 
Office, County Attorney’s Office, and the County Board Office. The 
remaining 10.5% accounts for employees who either did not complete 
(.6%) or attempt (9.9%) the modules. 

Employees also had an opportunity to evaluate each segment to assess 
their impact and effectiveness in enhancing their knowledge and ability to 
facilitate conversations on race and equity. An Interim Report was 
prepared to summarize findings and outcomes with completion of 
Modules 1-3.   

Normalize 
• Ensure the commitment of 

every individual to 
meaningfully engage in 
raising awareness of 
disparities.  

• Commit to having 
conversations, 
engagement and education 
needed to share 
information about 
disparities due to race and 
inequities.  

Organize 
• Build the infrastructure and 

establish a framework and 
guidelines in which racial 
equity work can be 
implemented. 

• Create culture for systemic 
and organizational change 
and management.  

Operationalize 
• Analyze planning, 

programs, services, policies 
in the context of a 
“response-driven 
government” culture to 
determine whether they 
address or exacerbate 
disparities. 

• Define strategies to 
address and resolve 
disparities. 

• Allocate and distribute 
resources to support 
identified strategies. 

Assess 
• Track and measure 

outcomes and strategically 
manage long-term 
systemic impact and 
organizational and cultural 
change. 

https://arlingtonva.sharepoint.com/news/Pages/Race-&-Equity-Training.aspx
https://arlingtonva.sharepoint.com/news/Shared%20Documents/Leading%20with%20RACE/Leading%20with%20RACE%20Interim%20Report%20%28M1-M3%29.pdf
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Racial Equity Workforce 
Training:  

In FY 2022, the County 
contracted a consultant, the 
Racial Equity Group, Inc., to lead 
introductory and capacity 
building equity mindset training 
for County employees.  
Beginning in April 2022, 300 
employees, grouped in five 
cohorts of 60 people each, 
began the three-month training 
program.  
 
Participants included all 
members of the Executive 
Leadership Team (ELT), 
Extended Management Team (XMT) and individual contributors identified across each of the 13 departments 
reporting to the County Manager, as well the County Board Office, Sheriff’s Office and the Arlington Public Schools, 
Chief Diversity, Equity, and Inclusion Officer.  
 
The training program included seven, two- hour sessions focusing on foundational concepts; equity eye analysis; and 
measuring, monitoring, and managing racial equity. Delivered virtually by the consultant, it featured content 
presentation combined with a series of small breakout group discussions. Breakout groups within cohorts were 
initially interdepartmental and then as the course progressed, department-based to enable participants to consider 
how to apply the training content within their specific lines of business. In between sessions cohorts met to 
complete assigned homework. 
 
A total of 253 of 281 employees successfully completed all sessions; and are now equipped to begin to apply the 
equity mindset utilizing a Racial Equity SWOT analysis to their work as categorized by four domains: 1) employment, 
2) service delivery, 3) stakeholder and community engagement, and 4) procurement and contracting. In addition, 
participants learned how to develop racial equity action plans with measurable and manageable results that they 
can monitor “by how much and when.” To assist with training coordination and logistics, 10 staff members from 
across departments were identified to serve as Co-Leads, two for each cohort.  

Racial Equity Workforce Training Structure 

https://racialequitygroup.com/
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RACE V-Circles 

A total of 4.9% of all County employees representing 10 of 13 
departments reporting to the County Manager, engaged in dialogues on 
race and equity, known as RACE V-Circles. Employees signed up to 
dialogue with one another in a circle-led process convened by Restorative 
Arlington and the County Manager’s Office with community and staff 
volunteer facilitators. The RACE V-Circles were offered five times, for two 
hours each on:   

• June 11, 2021: This Last Year: Making Meaning Out of Moments of 
Crisis and Racial Reckoning 

• June 25, 2021: Truth Telling 
• July 16, 2021: Listening to Things That Are Hard to Hear 
• July 30, 2021: Where We Are and How We Got Here 
• August 20, 2021: Authenticity and Connection 
 
A final report on the RACE V-Circles summarizes data collected at the time 
of registration as well as evaluations submitted by employee participants 
and outcomes in meeting the goals and objectives set forth in designing 
and implementing the series. It also provides takeaways and 
recommendations for RACE in consideration of the goal of Normalize. 
 
Racial History Timeline 

July 2021 saw the release of the first iteration of Arlington County’s Racial 
History Timeline, which covers the racial and ethnic history of the County 
from 1930 to 1945.  In that same month, the County applied for a grant to 

 
The Green Valley Black Sox and Virginia White Sox baseball teams Images source: 
Center for Local History.(From the Racial Equity Timeline). 

Virginia Humanities to fund 
implementation of a project 
work plan that would expand 
the timeline between 1846 to 
the present and include oral 
histories. While that application 
was unsuccessful, during 
FY2022, a revised work plan 
based on staff capacity and 
resources allowed for the 
addition of two new timelines 
for 1946-1960 and 1961-1975, 
which incorporated audio and 
video in addition to documents, 
images, and oral histories.  

Race & Ethnicity Dashboard 

The Race and Ethnicity 
Dashboard continues to serve as 
the primary data tool for the 
community and employees to 
better understand disparities 
based on race and ethnicity and 
inform conversations.  

The tool and accompanying 
briefing paper headlined 12 
presentations to County staff 
and the community during the 
period. It informed budget 
proposals, the County’s CIP, 
parks and recreation activities 
and projects, libraries, public 
safety and emergency 
management, transportation 
infrastructure, the environment, 
housing, and planning. In May 
2022, staff updated the 
Dashboard with 2020 Census 
data and a new briefing paper. 
The updates included added 
trend data showing the changes 
between 2010 to 2020 and 
established the 22 variables the 
dashboard tracks into thematic 
categories by demographic, 
household, and labor force data. 
There were also new maps 
added to display geographic 
shifts in population by race and 
ethnicity.  

https://www.arlingtonva.us/Government/Topics/Equity/Racial-History-Timelines
https://www.arlingtonva.us/Government/Topics/Equity/Racial-History-Timelines
https://www.arlingtonva.us/Government/Projects/Data-Research/Demographics/Race-Ethnicity-Dashboard
https://www.arlingtonva.us/Government/Projects/Data-Research/Demographics/Race-Ethnicity-Dashboard
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Dialogues on Race and Equity (DRE) 

During FY2022, the primary focus for the Dialogues on Race and Equity 
was sustaining and expanding the DRE Together Partners cohort, 
community volunteers who host interactive conversations throughout the 
county using the DRE Curriculum on Privilege, Bias and Equity.    

The Partners continued to meet bi-monthly between July and December 
2021 with Partner presentations on their conversations. Challenging 
Racism and the County Manager’s Office on RACE co-hosted the meetings.  

In October 2021, the County facilitated a discussion with the Partners to 
plan program goals and activities for calendar year 2022. The outcomes 
from that discussion guided how they planned to  proceed in 2022: 
 
• Exchange resources and information among partners; best practices 

• Recruit and expand conversations with BIPOC individuals, businesses, 
and youth 

• Conduct a climate survey of existing DRE Partners to determine areas 
of outreach, action, support, and need 

• Develop a pro-active agenda within organizations and steering 
committees 

• Consider and discuss policy and policy considerations for the County 
(affordable housing, education, language accessibility, community 
engagement) 

• Expand conversations across civic associations 

• Host storytelling and sharing within and amongst the community; 
historical research 

• Train on facilitating the DRE Equity module 

• Establish partnership and outreach to schools for DRE  

In February of 2022, the 
program documented 52 active 
Partners representing 71 
individuals. And in March, the 
Partners completed an 
assessment designed to 
ascertain resources, support and 
guidance needed from the 
County and Challenging Racism 
to both sustain and grow the 
program in the areas of training 
and developing and 
implementing a racial equity 
framework. 
 
As a result, the program 
restructured meetings to occur 
every six weeks with a focus on 
refresher trainings to prepare 
and expand the capacity of 
Partners to lead conversations in 
their organization and the 
community. Another change 
was using the meetings to 
debrief from Partner trainings 
and facilitate resource and 
information exchange and best 
practices in the application of 
the RACE framework within their 
organizations.  
 
Finally, program leaders created 
two evaluation tools to capture 
information from Partners 
regarding key details on 
dialogues scheduled; and to 
identify and document the 
outcomes of those dialogues – 
attendees, evaluation of content 
and delivery, and key themes for 
the County’s consideration in 
advancing racial equity.  

 

https://www.arlingtonva.us/Government/Topics/Equity/DRE
https://www.arlingtonva.us/Government/Topics/Equity/DRE/DRE-Together-Partners
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ORGANIZE 

Racial Equity Core Team (RECT) 

The Interdepartmental Racial Equity Core 
Team (RECT) met monthly during FY2022. 
The RECT is comprised of one staff person 
representing each of the 13 agencies 
reporting to the County Manager along with 
the County Board Office, Arlington Public 
Schools, and Sheriff’s Office. The County 
Attorney’s Office and Office of Human Rights 
participate in an advisory capacity.  
 
During the reporting period, the RECT 
affirmed and refined roles, responsibilities, 
and tasks. The team also consulted on the 
following RACE initiatives and projects: 

• Supported the Metropolitan Washington Council of Government’s 
(COG) Government Alliance on Race and Equity (GARE) County Team. 

• Reviewed and refined RECT organization, structure, and membership. 

• Assisted with the development of department equity team templates. 

• Reviewed and advised on the Equity Lens Process Guide for use with 
the development of the operating budget, CIP, and programs, 
policies, plans and processes. 

• Reviewed and further defined work areas needed to support 
development of department equity action plans. 

Department Equity Teams 

January 2022 marked the introduction of a new guide to help 
departments establish racial equity teams. Developed with RECT 
assistance, the template includes best practice standards for effective 
equity team development, and five elements for consideration: (1) 
identifying the team,(2) establishing membership and guidelines, (3) 
defining team structure, (4) determining team purpose and function, and 
(5) implementing communications, engagement, and reporting strategies. 
It also features a sample membership application. 

As of June 30, 2022, eight County Manager departments had established 
department equity teams using the template, with the others in the 
implementation phase. 

COG Chief Equity Officers Committee 

The County continues its participation on the Metropolitan Washington 
Council of Governments (COG), Chief Equity Officers Committee, which 
meets monthly to consider regional topics in advancing racial equity and 
to facilitate resource and information exchange in support of regional 
cooperation. During 2022, Arlington’s Chief Race and Equity Officer, along 

with her counterparts from the 
District of Columbia and 
Montgomery County, served as 
Committee Co-Chairs.  

COG GARE Racial Equity 
Cohort II 

In September 2021, COG again 
partnered with GARE to offer a 
racial equity learning cohort for 
member jurisdictions. Arlington 
participated with a team of five 
representing the County 
Manager’s Office, Department 
of Parks and Recreation, Human 
Resources Department, and the 
County Attorney’s Office.  

The cohort convened monthly, 
from September 2021 to June 
2022; and designed a process 
for applying the racial equity 
lens to the County’s public 
engagement processes.  

The County later incorporated 
the system into its Six Step 
Public Engagement Guide for 
Capital Projects, with the team 
training other employees on 
how to use the system. 

https://www.mwcog.org/committees/chief-equity-officers-committee/#:%7E:text=Chief%20Equity%20Officers%20Committee%20The%20purpose%20of%20the,local%20governments%2C%20and%20throughout%20the%20metropolitan%20Washington%20region.
https://www.mwcog.org/committees/chief-equity-officers-committee/#:%7E:text=Chief%20Equity%20Officers%20Committee%20The%20purpose%20of%20the,local%20governments%2C%20and%20throughout%20the%20metropolitan%20Washington%20region.
https://www.racialequityalliance.org/
https://arlingtonva.sharepoint.com/sites/CommEngagement/SitePages/Public-Engagement-Guide-&-Resources.aspx
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GARE 

The County continues its GARE membership, allowing 
it to participate in a national network of local 
governments working to advance racial equity. This 
includes a daily listserv for information and resource 
sharing, monthly Chief Equity Officers meetings, and 
regular topical workshops  relevant to advancing 
racial equity across the country. 

Presentations & Panels 

During FY2022, County staff introduced or discussed 
the County’s RACE Framework and racial equity 
efforts at several community meetings. Some 
highlights are listed below: 

Arlington Civic Groups 
• Arlington Civic Federation DEIB Sub-Committee 

Meeting 
• Arlington Independent Media Board Retreat 
• Arlington Historical Society—Mapping Exclusion: 

Locating Restrictive Covenants in Arlington 
• Arlington NAACP and HOME Fair Housing 

Conference 
• Arlington Coalition of Black Clergy Juneteenth 

Celebration 

Associations/Business Groups 
• National Landing Business Improvement District 

Annual Meeting 
• National Forum of Black Public Administrators 

Forum 2022 
• ICMA Southeast Regional Conference 
• Virginia Commonwealth University, Grace E. 

Harris Leadership Institute, Minority Political 
Leadership Institute Program 

• The Equity Summit 2022, Rising Together 

County Government Affiliate Groups  
• Arlington Neighborhood College 
• Arlington Community Oversight Board Meeting 
• Project PEACE Implementation Taskforce 

Meeting 
• Arlington Black Employees Council Annual 

Juneteenth Peace Rally 
• Arlington Park and Recreation Commission 

Meeting 
• Destination 2027 Quarterly Meeting 

Non-Profit Organizations 
• Arlington Partnership for Affordable Housing 

Board of Directors Meeting 

• Challenging Racism Board of Directors and 
Facilitators Meeting 

OPERATIONALIZE 

Equity Lens Process Guide 

In fall 2021, a new tool for applying the County’s 
equity lens – Who Benefits? Who is Burdened? Who 
Is Missing? How Do We Know? What Do We Do? –
was introduced to department directors for review 
and feedback. With its completion, it was shared with 
staff teams and divisions to pilot(attached). 

Race and Ethnicity Dashboard (Social Impact Data 
Commons) 

As referenced earlier, the community and employees 
use the Race and Ethnicity Dashboard to 
operationalize racial equity beyond understanding 
disparities and informing conversations. It also was 
used as a tool to inform decisions and planning for 
projects, processes, communications, and community 
engagement.  

To build upon the tool, over the course of the year 
the County Manager’s Office sponsored a pilot 
project led by the University of Virginia (UVA) for the 
development of a Regional Social Impact Data 
Commons. The project’s goal is to establish local 
geographies for defining racial equity data points at 
the civic association level. In support of the project in 
FY2022, County staff identified and defined several 
racial equity indicators and data points with UVA. The 
identified categories of data for the indicators include 
economy, education, housing, health and  built and 
natural environments. They will form the basis for 
expansion and further development of the County’s 
Race and Ethnicity Dashboard. 

https://www.racialequityalliance.org/
https://www.theequitysummit.com/
https://biocomplexity.virginia.edu/project/social-impact-data-commons
https://biocomplexity.virginia.edu/project/social-impact-data-commons
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A Look Ahead to FY2023  

Over the coming fiscal year, normalizing and organizing efforts will 
continue, with focus on strengthening communication, collaboration, and 
coordination among and across departments, the community and 
leadership in the priorities, plans and activities to advance racial equity.  

This includes formalizing the use of the racial equity lens and other tools, 
establishing guidelines and standards, and providing coordinated training 
and educational opportunities to equip and empower employees in their 
implementation. There also will be a deliberate effort to design 
assessment tools to monitor, track and evaluate outcomes and 
standardize how we report and present information to the community 
and employees around RACE. Read on for details of what is planned for 
the fiscal year or see the chart above for a summary of the planned tasks 
and activities. 

Normalize  

Racial Equity Workforce Training –To expand access to more 
employees, the course will add a train the trainer model that will allow for 
specific areas of focus and include technical assistance on how to apply 

the equity mindset training 
across the organization in 
different domains.  

Leading with RACE – – Work 
will continue to design, 
develop, and deliver modules 
with regular evaluation and 
interim assessment reports 
completed. The public and the 

County’s advisory boards and 
commissions will have access to 
the modules through the 
County’s RACE (Realizing 
Arlington’s Commitment to 
Equity) webpage. 

Dialogues on Race and Equity 
– DRE Together  

Partners will continue to meet 
regularly with a focus on 
developing a listserv for 
information exchange and 
recording and presenting videos 
on the modules for recruiting 
partners and expanding 
conversations on race and 
equity in the community.  

Race and Ethnicity Dashboard 
Staff will identify additional data 
points to incorporate as key 
indicators in tracking disparities, 
in cooperation with UVA in 
developing a Social Impact Data 
Commons. This opportunity will 
form the basis for expanding 
and refining the current 
dashboard. Employees and the 
community will receive training 
on using  the dashboard to 
inform others about racial and 
ethnic disparities and decisions 
in policies, programs, plans and 
processes. Plans call for 
updating the dashboard when 
American Community Survey 
(ACS) data sets next become 
available. 

Racial History Timeline – This 
work will include beginning 
research for periods between 
1846 and 1930 and developing 
additional timelines for 1990-
2005, including oral histories. 
Existing timelines will receive 
additional research and findings 
where applicable and relevant. 

https://www.arlingtonva.us/Government/Topics/Equity
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Organize 

 
All departments will form Racial Equity Teams by the end of calendar year 2022. 

Department Equity Teams – All departments will establish a 
department equity team by the end of the calendar year 2022.These 
Teams will establish priorities and lead the development and 
implementation of Racial Equity Action Plans for their departments/lines 
of business.  

RECT – The interdepartmental Racial Equity Core Team will transition 
members to allow for staggered terms summer through winter 
2022/2023, while continuing to meet monthly and include meetings with 
senior and elected leaders to strengthen connections and develop 
standards and guidelines for the department equity team’s racial equity 
action plans.  

 
RECT Teams to transition members through winter 2022-2023 

Operationalize 

The Equity Lens Process guide 
and Race and Ethnicity 
Dashboard will be formally 
introduced to employees as the 
standard racial equity tools for 
use with the design, review and 
evaluation of policies, programs, 
processes, plans, and 
communication and community 
engagement. A means to collect, 
evaluate and report on their use 
will be developed.  

Assess  

Assessment and further 
evaluation of various projects 
and programs as to their 
effectiveness and impact in 
meeting the vision, mission, 
goals, and objectives of RACE 
will continue, with reports  
presented to the community 
and employees on a periodic 
basis.  

Additionally, identification of 
appropriate means and methods 
to communicate results and 
present findings to the 
community and employees will 
persist.   
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APPENDICES 

• RACE VCircles Report 

• Leading with Race Interim Report 

• Department Equity Teams Template 

• RECT Scope Document 

• 1-Pager for DRE Toolkits 

• Equity Lens Process Guide (Draft) 

• Department Highlights 
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INTRODUCTION TO
RESTORATIVE
ARLINGTON

Restorative Arlington represents a countywide,
cross-sector effort to adopt restorative justice
practices in Arlington’s schools, legal system, and
community settings. The Restorative Arlington
Strategic Plan, officially accepted by the Arlington
County Board in November 2020, guides these
efforts. Restorative justice practices help build
community and create effective responses to
conflict and harm. 

Arlington County Government (ACG)
employees were invited to participate in
any of five, two-hour virtual Circles
(“VCircles”) centered around race and
equity during summer 2021. The goal of
these RACE VCircles was to create space
for courageous conversations, normalize
discussions around race, and develop
shared understanding among those who
support crucial roles in policy formation and
implementation. The VCircles also 
 provided an opportunity for ACG
employees to engage in experiential 
 learning around restorative justice
practices.

Image credit: https://commons.wikimedia.org/wiki/File:Arlington_From_D.C..jpg

RACE (Realizing
Arlington's
Commitment to Equity)
VCIRCLES
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ATTENDEE PROFILES

County Departments Represented by
Registrants 

10 of 12

Number of Registrants Who Signed Up
for More than One VCircle 
43.2%

VCIRCLE LOGISTICS
Five, two-hour virtual Circles "VCircles"
were conducted by a dedicated group of
volunteer Circle Keepers (CK) from our
community on June 11, 25, July 16, 30 and
August 20. Invitations were sent to every
ACG employee a month prior, with the
ongoing opportunity to sign up for later
dates. Participation in more than one
VCircle was  encouraged, but not required..  

Registrants in Supervisory Positions

28.6%

Arlington County Government
Attendance 

4.9% all employees
participated

Age Range of Participants

22 - 79

Due to the sensitive nature of the topics, the volunteer Facilitator Team had four
planning meetings to discuss trauma informed, healing-centered Circle keeping,
addressing harm in Circle, offering support and resources for participants to 
 process their experiences after the Circle, and strategies for supporting
participants in conversation in cases of trauma.

Facilitator process

Participant process

TAKING CARE OF OUR PARTICIPANTS
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According to evaluation data
voluntarily provided by
participants after the VCircles,
the Circles were successful in 
 creating courageous space for
meaningful conversations and
connection around the topic of
race and equity in Arlington
County government.

EVALUATION
FINDINGS

36% of participants provided post-VCircle
feedback via Google form. The charts, figures,
and feedback that follows share the results of
this form. Comments have been edited for
clarity.
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PARTICIPANT
EXPERIENCES

WHAT WAS GOOD OR HELPFUL ABOUT THE CIRCLE?
*larger font indicates reported by multiple participants,   

Everyone in our room participated and was open to share their feelings. We were heard.
Openness of participants, facilitation with passing the speaking with words of encouragement.
The sense of connection and the atmosphere of openness and honesty that allowed my
colleagues to share their experiences.
The fact that the facilitators fully participated also helped. Finally, the fact that at no point were
we asked to explain where we worked or what our job was which made the experience more
powerful I think, no one was concerned about who was in the room and/or thinking about the
person in terms of their job instead of just them as a person. 

...on openness and vulnerability  

...on listening and learning from others

To be able to reflect on what was shared. 
Very compelling to hear from other employees, and their experiences.
I enjoyed listening to and learning from the other participants, it was an interesting experience!
It prompted me to think deeply about issues but I most valued listening to others' experiences,
backgrounds and feelings.
Members did a great job participating and providing their own experiences which I found to be
valuable. A lot was learned for me today.

OPENESS AND CONFIDENTIALITY.
The vulnerability of the group and the ability to share openly was very
impactful. 

Learning from others of different races and ethnicities
Listening to different perspective's and thoughts.
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PARTICIPANT
EXPERIENCES

WHAT WAS GOOD OR HELPFUL ABOUT THE CIRCLE?

Sharing of feelings.
Authenticity and transparency of folks in circle. willingness to share.
The deliberate and supportive way that people were asked to share.
Great topics. time to share enough safety to feel listened to, and to listen to others.
Everyone got a chance to speak. Moderators made sure no one dominated the conversation.
Being able to connect with others in the County and share my personal stories and listen to theirs.
[The facilitators] were a good team to facilitate the circle; hard feelings and experiences were shared
with honesty and so much emotion.
My VCircle was really amazing. The conversation went really well and was heavy at times but
facilitators did a great job to create an environment where it felt like I could share. 
This will remain with me always. The experiences shared - and knowing that it only touched the surface
in a two hour conversation - the feelings and pain rest heavy on my heart. We have to do more and
better and sooner... we need change - so much change.
Community guidelines ensured everybody was on the same page, circle order ensured organization
and equal access to speaking while still allowing people to respond to each other and show
compassion, and topics were broad enough to elicit varied responses while also narrow enough to
keep shares related.

...on sharing their own experiences

...on listening and learning continued
Hearing other people from different backgrounds experience both similar and different
encounters.
The questions were challenging but helped me to reflect in ways I had not before about race and
racism. I enjoyed hearing others perspectives.
I liked hearing from other colleagues in different departments about where they were in the
journey. The process lends itself to allowing people to speak with out causing conflict.

Authenticity of the participants.
Honest raw truth's being spoken.
Authenticity and transparency of folks in circle. willingness to share.
Hard feelings and experiences were shared with honesty and so much emotion.
The facilitators and preparation created a space that allowed honest and vulnerable discussion
I appreciated the way turn taking and allowing passing creates space for honesty and vulnerability.

...on authenticity and honesty

Everyone getting a chance to share and respond. 
The honesty with which people approached sharing.
It was helpful to have a space that felt safe enough for people to be
vulnerable and share personal stories and emotions.

The sense of connection and the atmosphere of openness and honesty
that allowed my colleagues to share their experiences.
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PARTICIPANT
EXPERIENCES

WHAT WAS GOOD OR HELPFUL ABOUT THE CIRCLE?

...on the Circle Process...

The consistent order.
The facilitators were engaged and empathetic.
The opportunity to express our voice in a space.
The facilitators are professional and patient with our group.
People had all done it before and felt comfortable with the process.
The deliberate and supportive way that people were asked to share.
The facilitator was good about managing the conversation and technical issues.
The facilitators and preparation created a space that allowed honest and vulnerable discussion.
I appreciated the way turn taking and allowing passing creates space for honesty and vulnerability.
The diversity of the group was helpful; there were 3 black women of different ages who really added
so much to help my understanding of others perspective.
 One bonus of TEAMS/Zoom meetings is that you can see someone's face more clearly than you could
in a classroom. This nurtured the connection, as if it was an intimate talk between friends.
The structure/flow was great - circle leaders were clear about the process, it helped to prompt with
the person's name and a value, and was great to have the question in the chat to refer back to.
I think the circle is especially conducive to vulnerability because the order is predetermined and
passing is intentional, it was clear that people passed a sentiment that was relative to the conversation.
Community guidelines ensured everybody was on the same page, circle order ensured organization
and equal access to speaking while still allowing people to respond to each other and show
compassion, and topics were broad enough to elicit varied responses while also narrow enough to
keep shares related.
I don't know how, but it stripped us down to our human selves. This was not about how we could do
better as employees, but exposing us in our every day skin. I felt incredibly vulnerable and usually I'm
able to keep my guard up. I'm appreciative of the amount of time we had to express our thoughts and
for the willingness of everyone else to speak their authentic truths-- making me feel comfortable that
this was in fact the space to do that.

The confidence that the VCircle was as safe space to be honest. 
Provided a safe and respectful environment to discuss today's issues/topics.
Great topics. time to share enough safety to feel listened to, and to listen to others.
Ability to share and hear the opinions and feelings of others in a safe, non judgmental space.

...on safety

Small group environment. Well facilitated. 
Appreciated the format/structure of the group.
The fact that the facilitators fully participated also helped. 



More gender and racial diversity. 
Having a black male's voice in the discussion.
Very disappointed that so few participants were part of senior management.
Resources to support staff working for equity to interact (replace deal/cope) with staff and
customers with bias.
More even distribution of races and gender identities so that individuals don't feel that they
share the perspective of all people who look like them. Also, some participants were
unfailingly upbeat, which was okay (don't want to discourage natural positive attitudes) but
also felt a little out of touch next to some of the other participants' heavy shares.
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PARTICIPANT
EXPERIENCES

...on diversity and representation among participants

WHAT WOULD HAVE MADE THIS EXPERIENCE BETTER FOR YOU?
*larger font indicates reported by multiple participants  

...on time spent in Circle

Time.
I think it was a little too long. 
More time, workshops on the topics, and more discussions.
I'm not 100% sure how I am meant to apply this to my work, other than having the reality
underlined that racism is alive and well in Arlington.
One bummer was others getting called out of the circle by work and tech issues cause a
20+ minute delay of getting to deeper conversations- so that I know you all already
probably fixing. On point though was time management- kudos. 

...on scheduling 
In person :)
Schedule VCircles outside of the lunch hour.
I was not planning on signing up for others due to work schedule. 

Smaller circle...time management was an issue. 
More time! I felt like we were on track to dig deeper into our
conversations when the VCircle ended.



It was a great experience -- very deep and emotional!!! One little thing, though she was great and
so interesting, one of the facilitators talked maybe a bit too much/too long.
It might have been helpful to give participants a general sense of how long they should speak...'m
not suggesting necessarily having a cut off time, but more of a general reminder to be aware of
how much space you as a single person are taking.
Time management was also an issue. Sadly, everyone in my circle didn't have an opportunity to
share on the last discussion point so perhaps we could have spent less time spent on "icebreaker"
portion at the beginning of the circle or limit participants to a smaller number of 10 or less per
circle.
I sensed that white participants had more floor time - and I understand that time limits don't
necessarily feel very restorative and can create a sense of censure - particularly for POC, but I
wonder if time limits could help and perhaps POC all receive more time on the clock than the
white participants?
I personally have a difficult time keeping myself on task and communicating clearly when
discussing such broad yet complex topics as racial equity so I thought perhaps a little more time
to prepare our thoughts/answers or slightly more targeted questions would have helped, but
that's just a personal preference. The circle was supportive despite my occasional rambling.
Maybe even more time? or some guidance on limits? There were some people that had to rush
through at the end. While I appreciated everyone being given the space and time, I wish there
was a reminder to be mindful of how limited it was and make sure others get a chance to speak.
This was very therapeutic for me, and I'd hope others weren't rushed out of being able to have a
similar experience.
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PARTICIPANT
EXPERIENCES

...on time to share in Circle

WHAT WOULD HAVE MADE THIS EXPERIENCE BETTER FOR YOU? 

Equitable time for each participant to share.



Fewer questions, more discussions. 
Just not as used to zoom as I am with teams. 
It seemed like it took a long time to get going. I didn't love having to say a value at the end of
each comment. It seemed forced and like it didn't add value.
I was extremely uncomfortable with the facilitator referencing god / a higher power in every
single answer. I’d rather have dialogue more focused on the challenges at work and less vague
discussions / questions.
At the beginning, in addition to the guiding values, it would have been good to have a clear goal
or purpose or theme for the exercise. the first few minutes were odd because I wasn't sure what
we were trying to accomplish in this two hours. Lack of clear purpose also made it hard for me to
recruit others to participate.
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PARTICIPANT
EXPERIENCES

...on the Circle Process 

WHAT WOULD HAVE MADE THIS EXPERIENCE BETTER FOR YOU? 

...on caring for others
An assurance to know that those who expressed emotional difficulty or trauma were
attended to by VCircle folks. Not the what, but that the opportunity was offered.
There was an awkward moment when one of the participants didn't understand he was
supposed to read one of the values statements. The statements were listed in the chatbox
without bullet points so they were difficult to read. I felt as though he were scolded by one
of the circle keepers for not understanding what he was supposed to read. It didn't set the
best tone.
If COVID wasn't present; a hug for those that share.

...on next steps

...on more of the same

Workshops on the topics, and more discussions. 
Would like to learn how to conduct these circles within DHS. 
Maybe being in an ongoing group overtime to be able to go deeper, and build stronger
muscles around racial equity discussions.
I would have liked to have had some specific guidance about how to begin difficult
conversations about race with those outside my race.

Each topic brings up different experiences but over all each experience is valuable.

Less of the opening dialogue and exercise.
Getting started with the discussions earlier. The introductions, words
and rules took a lot of valuable time.

Not sure.
Nothing...it was all very well laid out, respectful and insightful.
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NEXT STEPS

This session of VCircles is meant to be a first step in the
work to Realize Arlington's Commitment to Equity (RACE).
What would you like to see as a next step?

No idea.
Education reform in the children's curriculum.
Training for staff on how to facilitate the VCircles.
I think we need to figure out how to move to actions.
Delve into how historically opportunities have been denied to African Americans. 
Resources to support staff working for equity to interact (replace deal/cope) with staff and
customers with bias.
This is a great opportunity for everyone to learn something, no one should have excuses
about not being able to move forward.
This is a great start down the road to equity. I just hope that it continues to build on this and
actually gets tangible and intangible results for actionable and sustainable change.
I think more people would participate in these if they understood what it would be like.
Perhaps share a statement from previous attendees to help people know what to expect.
I would love to participate in conversations and trainings about how I can apply racial equity
concepts and principles to my work on a day-to-day basis. We are beginning to have these
conversations within my work team, which is a good start.

1% of participants wrote in a response in addition to responding to the chart above: 
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A Debrief Meeting
was held to discuss
VCircle Facilitators'
overall experiences,
what they found most
helpful, discussion of
challenges, and how
they imagine VCircles
evolving over the
next few years. 

FACILITATOR
EXPERIENCES

"I felt nourished" "It felt good to get going"

"Hearing from employees
what they want...listing
things participants asked for
in the  evaluation such as
equity tools and let people
speak to their  priorities"

"We achieved what was set out to
do on a conversation that was
challenging in a government
setting...it's important - something
like this be done and done well, and
was well-received....how we set the
tone for the conversations and the
first invitations for inviting people
in is the difference between
support or not moving forward" 

"As a resident of this county...the
county has moved in the direction of
stepping up to this issue and
bringing in people with expertise
and qualifications to make this real"

"I could not have imagined that it would be as
well-received or clearly meaningful or the
depth of some of the exchanges and sharing"

"how much this grew upon itself, how much easier it
became, next set will be easier as the culture gets the
footing ...returners keeping the momentum going"

"The evaluations reflect the importance of feeling
heard and not just listened to allows a shift in
perspective which is what we are working towards"

"Other kinds of
[community building
and learning circles to
continue to bring in
new people & allow
returners to share
experiences"

"I want to know [participants] feel that they would be able to use this experience in their work,
make it actionable, what these things to further advance with colleagues the race and equity
in county government, ask them "in my role, how has this helped me?"

"Knowing how risky this was, trying
something new in the space and
context...the trust that was built and the
way that facilitators have watched that
grow over each of the sessions -
returners really trust and embrace that
space AND create and cultivate that for
newcomers - contagious in a good way.
Trust is really hard to
build...conversation that requires this
level of vulnerability and watching
people be open to trusting one another
speaks a lot to the process and speaks
to us as facilitators"

The VCircle Facilitators are a group of
dedicated volunteers from the community . 
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EVALUATION
SUMMARY

*In the summer of 2021, Arlington County Government employees were invited to participate
in any of five dialogues centered around race and equity facilitated by volunteer community
members from Restorative Arlington in a two-hour virtual Circle “VCircle” format. These
Circles were thoughtfully designed in conjunction with Arlington County’s RACE effort
(Realizing Arlington’s Commitment to Equity) and represented a partnership between the
county government and Restorative Arlington. 

The goal of these RACE VCircles was to create space for courageous conversations,
normalize discussions around race, and develop shared understanding among those who
support crucial roles in policy formulation and implementation, program development and
management, as well as front line service workers. The VCircles also provided an opportunity
for government employees to engage in experiential learning around restorative justice
practices to be implemented broadly across sectors in the community according to the
Restorative Arlington Strategic Plan that was accepted by the County Board in November
2020. Five percent of all employees from 10 of the 12 county offices participated, 26.8% of
whom hold supervisory positions. With a thoughtful set of community agreements and shared
values to inform the conversation, employees were invited to respond to prompts offered by
Restorative Arlington VCircle facilitators. Establishing a “circle order”, an intentionally designed
speaking order including all participants and facilitators, and offering the option to “pass”,
provided equal access for every person to voice their thoughts and experiences. This design
is a critical component of restorative justice practices and Peace Circle Keeping, and
according to participants created a space for honesty and vulnerable sharing around a
difficult and sensitive topic. 

This thoughtful format represents an entirely new way of coming together in conversation for
Arlington County Government. It is an intrinsic part of American professional culture that one
does not bring one’s personal life to work. Discussions of race and equity risk surfacing
tension, defensiveness, intense emotions, and do not necessarily result in both parties walking
away with a shared understanding. As governments increasingly focus on racial equity, it is
essential that employees involved in the formulation and implementation of related policies
have the abilities and skills to understand and discuss this topic if such policies are going to
achieve their goals. 
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EVALUATION
SUMMARY

The purpose of the RACE VCircles was to create a unique opportunity to connect on this topic
with authenticity. The post-Circle evaluations contained in this report showcase that the circle
process offered a sense of safety and confidentiality conducive to allowing people to share
their personal stories without causing conflict. As shown in this report, employees felt heard
and seen by their colleagues, learned about and were able to feel empathy for people with
different lived experiences, improved their racial stamina and willingness to tolerate difficult
conversations, and felt more willing and prepared to discuss issues of race and equity. A large
majority of participants (83.6%) felt that the experience was meaningful and reported
enthusiasm for further such conversations around this work. During a debrief meeting to
discuss the evaluations, the VCircle Facilitators, a dedicated group of volunteer community
members, were impressed with the depth of sharing and delighted at the overwhelmingly
positive reception by participants. Trust is difficult to build in many circumstances, and the
willingness of participants to take a more personal risk in making this effort in a workplace
deserves emphasis. 

 The evaluations offered employees an opportunity to give voice to what they would like to
see as “next steps” in the county’s RACE effort, including: workshops on anti-racism, tools and
training to apply an equity lens to county policies and procedures as well as data collection
and analysis; workshops on bias, cultural competence, and privilege, additional VCircles, and
Restorative Mindset Training. This desire to delve deeper into the topic and develop additional
skills indicates that facilitated dialogues offered by VCircles can act as an important first step
in the shifting of attitudes, mindsets, and behaviors required for Realizing Arlington’s
Commitment to Equity. 

Based on the success of this session in normalizing the conversation around race and creating
space for meaningful connection, additional RACE VCircles can help county leadership focus
their efforts on what employees say they need to do effective work around race and equity
initiatives, and to be a part of a more equitable workplace. This report may also be used to
assist the county leadership in determining what tools might best support employees in their
efforts to address race and equity both in government policy, services delivery, and as a
community itself. Restorative Arlington remains committed to working in partnership with
county government in their efforts to Realize Arlington’s Commitment to Equity. 
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Since the adoption of the Equity Resolution in

September 2019, Arlington County Government

has continued its commitment to cultivating an

organizational culture that prioritizes racial

equity. This commitment is grounded in the

Government Alliance on Race and Equity’s

(GARE) theory of change, which provides a

foundation for the County’s Racial Equity

framework. The framework centers around four

goals – Normalize, Organize, Operationalize, and

Assess. 

In November 2020, staff began developing a

modularized course for all County employees

addressing race, equity, and racial equity. As

the County works to normalize conversations

about race, the Leading with RACE course,

consisting of a series of individual modules,

supports that goal. The modules are intended  

 to help employees learn terms, definitions, and

concepts around racial equity as Arlington

County works toward being an anti-racist,

multicultural organization. The goal of the

course is to provide the knowledge and tools

needed to move beyond a service-based

approach to one that is focused on eliminating

race-based opportunity gaps in policies,

institutions, and structures to improve

outcomes for all. This report will provide a

comprehensive overview of the successes,

challenges, and areas of opportunity captured

through employee feedback on the

development and implementation of module 1 –

Introduction to Racial Equity, module 2 – What is

Race?, and module 3 – What is Racism? in the

Leading with RACE learning series.

INTRODUCTION

03

https://arlingtonva.s3.amazonaws.com/wp-content/uploads/sites/21/2020/02/Equity-Resolution-FINAL-09-21-19.pdf


ACFD
ACPD

AED
CAO

CBO
CMO

CPHD
DES

DHS
DMF

DPR
DTS

HRD LIB

PSC
EM

100% 

75% 

50% 

25% 

0% 

MODULE OVERVIEW

88%
Average

completion across
all modules

Module
completion by
departments*

Module Completion by Department

The training objectives are clearly
defined.01

The content is well organized and
easy to follow.02

Relevant examples and multimedia
were used throughout the module.03

The length of time allotted for the
training was appropriate.04

My knowledge/skills have improved by
taking this course.05

Module Goals

*Individual department data  captures completion for modules 1 - 3.

Overall summary of all three modules.

04

CCJO – 63% CCT – 76% COR – 90% CWA – 85% JDR – 79% SRF – 88%



“The content is delivered in
an inclusive, educational,

and elevating manner
rather than a divisive,

judgmental, and critical
one towards those who are

not as aware of the social
intricacies at play when

discussing racial equity.” 

“The design, pace, [and] use of multimedia was very
engaging. [Samia’s] voiceover was powerful. I really liked

the breakdown of diversity, inclusion, and equity/racial
equity. The reiteration of the focus on data and outcomes

to inform why race is centered makes the purpose of
these trainings very clear. I’m thankful for the work put

into making these trainings and appreciate the
information.”

“I appreciate Arlington
County’s willingness to try to

address these issues even
knowing we do not have all

the answers. I especially
appreciate the emphasis on
the idea that it will take time
and that having training like
this is not an accusation of

racism.” 

“I really appreciated the
delivery of this training. I
have tried to have
conversations with others
about racism and I get
frustrated. Wish I could
have this training in my
back pocket, I feel like it is
delivered in a way that
would not offend others.” 

As a Hispanic woman, I
found the explanation of
race, ethnicity, and
nationality very accurate and
important. It is sometimes
so confusing to answer
white Hispanic/Latino, not
for me, but for others... 

Succinct and to the
point. It is also non-
political. While that isn’t
a big deal to me, I do
recognize that it can be
a ‘barrier’ for some. The
training breaks issues
of racism down into
simple, digestible
chunks that are easy to
understand.  

SUCCESSES

Below are a few responses shared by employees in response to the question, “What did
you find most helpful about this training?”. While this is only a snapshot of the feedback
shared, it was helpful in identifying areas of success in module development.   

"The training was very
engaging. Everyone seemed

genuinely interested in the
material(s) they were

presenting. Additionally, the
different medias used

showed time and attention
were given to make this

training easy to follow,
comprehend, and engage

with."  
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I hope to see diverse presenters
from Arlington's many racial, ethnic,
and national groups. More dialogues

with real employees bring the
concept to a helpful, personal level.

One more suggestion--I think it is
helpful to continue to acknowledge

and validate the feelings a
[different] view might experience.  

“Try not to use
jargon or buzz

words that many
employees will not
understand -- e.g.,
intersectionality” 

“Could there be discussion of whether race and
racial categorizations have validity today? Put
differently, it is clear that using the construct of
race to uphold inequities and injustices is both
factually/biologically and morally wrong, but does
the construct of race have value or any worthwhile
usages? My guess is yes, since, for example,
eliminating all use of this construct would erase
the experiences that people have had because of
it. 

“I think it’s a great overview. I do
think some people may be
uncomfortable with the focus on
race. It may be helpful to spend
more time on why the focus on
race instead of socio-economics.” 

I think I would like to have seen
more real live examples to show
how the gaps in racial inequity
are showing up. For example,
statistics about health
outcomes by zip code and
perhaps some data from
housing. Just as an example to
say this is real, this is here in
Arlington. We need to make this
better. 

CHALLENGES

Below are several challenges shared by employees around content, structure, and/or
overall logistics. The challenges listed capture common themes shared across all three
modules.  

Do not call
Latino/Hispanic folks
Latinx, we do not like

that term. The majority
does not like [the]

Latinx term. 

I am not an auditory
learner. I would like to
be able to read the
entire content in a
companion text
document for better
grasp.  

I’m a 60-year-old Black man that grew up in the
60’s. So, the way I look at things might not be the

way [you’re] teaching things.  
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AREAS OF OPPORTUNITY

Employee thoughts, reflections, and suggestions on tangible courses of action to
improve the training modules are shared below. This feedback offers opportunities for
growth and support both within the development of training modules and throughout
the organization.  

“Need to go deeper. I think through
these visual learning formats -
examples may need to be shared in
the form of visual story. Just
reading it -doesn't necessarily
connect the dots for focus who
look at this as an exercise. Imagine
how powerful it could be to SHOW
people how racisms and
unintended biases may show up in
their workday, with peers, staff etc.
We need to go deeper since the
resolution was adopted nearly 2
years ago. I hope we will get there.”

Time Commitment

"Some forms of self-assessment
of how, as someone who aspires
to be anti-racist and thinks that I
actively work on this by daily
efforts, is contributing to
systemic racism or racism so I
can better understand what I am
doing wrong. The assumption in
these trainings and recent
articles and resource shared is
that we can all be better, but that
also indicates we are also all
doing things wrong. I want to
develop better insight into my
errors and ways I can improve.”

Self Assessment

"The resources, including the
links on the last slide are full of
insight. Considering the
increasing workload across the
County, I suggest time would be
the most valuable resource to
supplement content. Perhaps the
County could designate a day, 1/2
day or other time period that
Leadership could clear for the
purposes of equity training,
discussion, research, etc."

Making Connections

“The training felt like a response

black vs. white, and I think most

people get that this is a knee-jerk

reaction to BLM. As a multi-

ethnic person, I thought it missed

the mark in being relatable to

Asian-Americans, Latinx, and

people of Middle Eastern

backgrounds.” 

Racial & Ethnic Inclusion

“Offer this training in Spanish”

(mentioned multiple times) 

Language Accessibility
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KEY TAKEAWAYS

After carefully reviewing employee feedback from the first three modules, the
development team learned valuable lessons to apply in future development. Those key
takeaways have been summarized below. 

Design the training in a way that

not only objectively provides

information, but also creates

opportunities for employees to

make connections around the

application of these concepts in

our day-to-day lives. 

Make Connections

Staff are interested in additional

learning opportunities beyond

the self-guided, online modules

such as: facilitated group

discussions with colleagues on

race and racism that allow for

self-reflection, tangible

methods to apply the concepts

shared throughout the modules,

and designated time to dig

deeper into the resources

provided. 

Digging Deeper

Be more intentional about

including content, data,

resources, and language that

fully represent all communities

of color.

Representation

Increase the accessibility of the

course by designing for diverse

learning styles (auditory vs.

visual), offering modules in

other languages, and testing for

use on devices other than

laptops/computers. 

Language Accessibility

Staff from BIPOC communities

expressed concerns about the

relevance and relatability of

content shared throughout the

modules. 

Relevance & Relatability
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Planning learning opportunities
beyond the self-guided
modules to further engage
staff who are at different
places in their racial equity
journeys. 

L E A R N I N G
O P P O R T U N I T I E S

Continue reviewing,
considering, and incorporating
feedback from staff. 

S T A F F  F E E D B A C K

NEXT STEPS

The team has, and continues to, prioritize the following based on employee feedback. 

L A N G U A G E
A C C E S S I B I L I T Y

Developing transcripts for 
each module that are available 
in English and Spanish.  

C O N V E R S A T I O N S 
Encouraging departments to 
facilitate discussions using 
the Leading with RACE 
Conversation Guide.

F U T U R E M O D U L E S 
Future modules will cover 
topics such as: RACE in 
Arlington, Arlington County’s 
role in advancing racial equity, 
and understanding our 
individual roles in advancing 
racial equity. 
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Moving forward, the team will continue to use employee feedback to inform content

development and design for future learning modules in the Leading with RACE course

series. Through the development of modules one through three, we learned many

critical lessons that we are applying throughout the remainder of the course. As we

review employee feedback, we have been able to address some challenges as we

progress. To maximize the accessibility of the modules, we will continue to provide

transcripts for future modules in both English and Spanish and monitor functionality

CONCLUSION

 on various devices. Additionally,

we have, and will continue to,

include content that fully

represents and reflects all

communities of color as it is

available. While we have made

several changes, there are still

areas of opportunity to expand

the course. Staff who self-

 identify as Black, Indigenous, People of Color (BIPOC) have shared reflections about

the relevance and relatability of the course. As such, we are working collaboratively

with Human Resources to explore additional learning opportunities that will allow all

staff to further engage on the topic of race in a way that feels meaningful and

impactful to their individual journey. Overall, we consistently moved toward our goal

of helping employees learn new terms, definitions, and concepts around racial equity

and will continue to build upon that knowledge as the training series progresses. 
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Racial Equity Core Team (RECT)  
Template to Build a Department Equity Team 

 
This template was designed as a guide to organize department equity teams in support of Realizing 
Arlington’s Commitment to Equity (RACE) and the County’s Racial Equity Framework.  
Developing sustainable equity teams in each department will help institutionalize racial equity 
throughout the organization by normalizing, organizing, operationalizing, and assessing.  
 
In the normalizing stage of this work, departments will have support grounding their need to engage in 
formal and informal conversations around racial equity, establish a diverse department equity team, and 
develop a stronger understanding of the relationship between the department RECT member and the 
department equity team. As departments begin to organize, they will select employees to serve on their 
respective equity teams and utilize the group to encourage department-wide conversations around 
racial equity (ex. encouraging employees to participate in Race VCircles), develop foundational 
documents (membership structure, mission statement, etc.), and identify and establish the 
roles/responsibilities of the department RECT member on the department equity team. Subsequently, 
departments will operationalize their teams by actively maintaining and adhering to foundational 
documents and working collaboratively with the department Director and RECT member to support the 
goals of the team based on assessment findings. As departments progress to assessing, conducting 
regular needs assessments around racial equity to inform the work of the team is imperative. 
Additionally, the team should continue engaging in frequent conversations (normalizing), have clear and 
operational roles/responsibilities of team members, and establish a communication strategy that allows 
information to be shared across the department. It is important to recognize that this framework is 
ongoing and continuous, not linear. For example, departments can, and should be, consistently 
normalizing conversations around race as they are organizing, operationalizing, and assessing. 
Department equity teams are critical to advancing the work of RACE. By using the RACE framework to 
develop a racial equity action plan that can be managed and executed at the department level, these 
teams will help build reach and capacity throughout the organization to institutionalize racial equity.  
 
This template provides best practice standards for building an effective equity team and a detailed, five-
step process to guide development. Individual department size, structure, and capacity should be 
considered as best practices are adopted and implemented. RECT members are available as resources to 
help establish teams within their respective departments. 
 
Best Practice Standards for Effective Equity Team Development  

✓ Build a team of 5-10 people to actively engage as members of the department equity team  
o Larger departments should create sub-groups and/or committees by topic area for 

increased capacity  
✓ Members of the team will commit to a 2-year term with regular rotations  
✓ Develop an application process  
✓ Complete regular assessments to guide racial equity programs, policies, and practices within the 

department  
✓ Include department Racial Equity Core Team (RECT) as a required member on the team 
✓ Identify and maintain an accessible line of communication between the department equity team 

and the department director  
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✓ Develop a consistent feedback loop of communication between the RECT member on the 
department equity team and the RECT at large to remain connected to work being done at the 
County level  

 
 

1. Identify the Department Equity Team. 
a. Determine the appropriate number of staff members for the team to function 

effectively and efficiently (see Best Practice Standards).  
b. Ensure that the team includes (but is not limited to) diverse representation in the areas 

of race, gender, age, ability, County tenure, sexual orientation, etc.  
c. Identify a team lead. 

1. Note: the RECT member may serve as team lead 
 

2. Develop guidelines for membership and/or leadership for the team. 
a. Develop an application selection process that identifies: 

1. Requirements to join the team as a general member 
2. Requirements to join the team as a team leader (if not the RECT 

member) 
b. Establish a timeline for the Department Director and RECT member to review 

applications and select equity team members. 
c. Identify a hierarchical structure for the team (tall or flat) that includes: 

i. Where decision-making power lies 
ii. How decisions are made 

d. Establish an onboarding and training process for all members of the team that aligns 
with County-wide training/education efforts. Should include:  

1. An onboarding/training plan or schedule  
2. Racial Equity Course – Leaning into RACE (mandatory) 
3. Race VCircles 
4. DRE Workforce Training (mandatory) 

5. Additional optional training/education opportunities  
 

3. Create a structure for the equity team.  
a. House teams under department Directors. 
b. Identify the roles and responsibilities of the department RECT member on the equity 

team (if not serving as the team lead).  
c. Outline expectations for how the department Director will engage with the team 

including:  
1. Their role on the team (if applicable)  
2. The relationship with the team  

d. Develop guidelines to ensure the team aligns with the work of the RECT, RACE, and the 
overall County framework for the Racial Equity Plan.  
 

4. Identify the purpose and function of the team.  
a. Develop a mission statement that is in alignment with the County’s RACE mission.  
b. Create a meeting schedule and structure, including communication strategies, that 

allows the team to work most effectively. 
c. Develop and conduct a needs assessment to capture the needs of the department to 

inform department focus areas and priorities around racial equity.  
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d. Develop a department racial equity action plan.  
e. Align RECT work areas with the implementation of the equity team’s action plan (consult 

with RECT member for context).  
1. Utilize working groups to support team efforts.  

f. Create a process for the equity team to develop products, services, and or programs to 
support individual department needs.  

5. Develop communications, engagement, and reporting strategies.  
a. Designate a team member/team role to be responsible for creating, maintaining, and 

archiving foundational documents (structure, mission, scope, processes) 
i. The team’s foundational documents should be stored in SharePoint.  

b. Develop a communications plan to share information across the department including:  
i. What information will be shared  

ii. How the information will be shared  
iii. The most effective method(s) for sharing information  
iv. How often information will be shared 

c. Collaborate with the Team Lead and/or RECT member to develop a reporting process 
and strategy that aligns with the RECT reporting structure 

d. Ensure the RECT member is completing the reporting process to share department 
equity team progress with RECT at large.   

e. Identify creative ways that other staff members, beyond the equity team, can engage 
with this work.  

f. Identify methods and approaches to share resources across the department.  
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Appendix A  
Sample Membership Application  

  

 

Department Equity Team 

Membership Application 

Applicant Information 

Full Name:    Date:  

 Last First    
 

Phone:             Email:  
 

 

Supervisor’s Name:  

 
 

Number of Years working for Arlington 
County? 

0-2 
Years 

 

3-5 
Years 

 

5-10 
Years 

 

10+ 
Years 

 

Department Equity Team Member Requirements 
 

• Commitment to RACE and model County values 

• Participate in all team meetings, activities, and educational development opportunities  

• Provide leadership and support around racial equity work on behalf of respective department equity 

team 

• Training/experience facilitating difficult conversations and/or doing antiracism work 

• Develop, implement, and assess departmental racial equity action plan(s) and departmental work 

products that align with the County’s larger mission and vision 

• Bring forth colleague generated ideas and solutions 

Applicant Questionnaire  
 

1. Describe your familiarity with Realizing Arlington’s Commitment to Equity (RACE). Why are you 
interested in implementing RACE as a member on your department equity team? 

 

2. What do you see as the greatest organizational/institutional challenge(s) to leading racial equity work 
in Arlington County? What thoughts/ideas do you have as to how we might overcome those 
challenge(s) and apply the solutions at the department level?  

 

3. How can we bridge the connection between work done at the department level and Countywide?  

 

4. What do you see as your greatest personal challenge to leading racial equity work in your department? 
In Arlington County? How do you/will you commit to overcoming this challenge?  

 

Job Title:   Do you supervise staff?    YES     NO 
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5. How do you envision your department leading efforts to achieve racial equity in Arlington County? 
Which areas might your department be considered trailblazers in your racial equity work? Which 
departments could you consider collaborating with to build capacity throughout the organization?  

 

6. Do you have training and/or experience related to facilitating difficult conversations and/or being a 
change agent in antiracism work (ex. Leading restorative circles, facilitating workshops on antiracism, 
etc.)? If so, please describe below.  

 

Supervisor Approval 

I approve the employee noted above’s membership on the departmental equity team. I confirm that we 
have discussed the implications of their membership and fully support their participation.  
 

Applicant Signature 

As a part of the application and selection process, all applications will be reviewed by the Department Director 
and RECT member. Applicants being considered for membership may be invited to participate in an interview.  

Signature:  Date:  

 

 

 

 

 

 

 

 

 

 

Demographic Information (Optional) 
 

Race:  
          

Gender:  

 

Other identities you would like to be 
considered (sexual orientation, 
religious affiliation, nationality, 
etc.)?  

 

Supervisor’s Signature:   Date:     

 
Email:   Phone:     
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Racial Equity Core Team 
Scoping Document  

 
The Racial Equity Core Team (RECT) was formed in connection with, and in support of, the Chief 
Race and Equity Officer position. RECT serves as a county-wide, cross departmental steering 

committee that coordinates and reports to the Chief Race and Equity Officer. RECT supports 

departmental equity plans that align with the larger County RACE (Realizing Arlington’s 

Commitment to Equity) framework. The Inaugural RECT assisted with the development of the 

RACE vision statement and was tasked with developing a county-wide racial equity action plan that 

would be integral to implementing departmental level action plans. As RECT members transition on 

and off the team, they will continue to serve as resource leaders for racial equity work in the 

County.  

RACE Framework 

Vision: An equitable Arlington is a place where all are valued, educated, healthy and safe regardless 

of race.  

Mission: As an employee, resident or business in Arlington, advance racial equity as a county-wide 

priority to eliminate, reduce, and prevent disparities in our policies, procedures practices, 

engagement, and interaction with and service to the community. 

 

Racial Equity Goals: Framework for Action 
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RECT Mission/Vision: Build a Race Equity Culture: 

A race equity culture is one that is focused on proactively counteracting racial inequities within 

County government and the larger Arlington community. This type of culture requires an adaptive 

and transformative approach that impacts behaviors and mindsets as well as practices, programs, 

policies and processes.1 We want to ensure that the County is not only conducting the business of 

government through an equity lens via how it interacts with residents, businesses, and the larger 

community but it is also committing to utilizing tools and tactics that will shift organizational 
culture in order to communicate its dedication to providing a larger voice and role to employees 

and communities of color and their lived experiences, both in daily operations and in broader 

strategic and decision making contexts.   

Goals:  

1. Support the development, implementation, and assessment of departmental equity teams.  

2. Create tools that apply an equity lens to County programs, policies, and processes. 

3. Conduct root cause analyses and racial equity impact assessments to generate data that will 

be foundational in supporting our work.  

4. Intentionally center the voice and experiences of BIPOC community members using a 

collaborative and inclusive communications strategy that invites diverse thoughts and 

ideas.  

 

RECT Purpose Statement: 

RECT foresees an Arlington in which employees, residents, businesses, and community members 

participate in earnest, truthful dialogue and engage in active, generative listening to challenge our 

assumptions and understanding about racial equity. RECT strives to be a leading entity that guides 

and shifts culture based on value-driven justice and data-informed decision making. RECT strives to 

equip community members with the tools needed to facilitate conversations that will lead to an 

Arlington where all stakeholders have equitable access to opportunities and resources but 

recognizes that discussions about race are pivotal to its overarching goals.    

  

 
1 Equity in the Center – Awake to Woke to Work: Building a Race Equity Culture 



Revised October 2021 

RECT Membership and Roles 

The Race and Equity Core Team Membership is comprised of individual contributors, one 

representative from each County department as follows: 

• Arlington County Fire Department 

• Arlington County Police Department 

• Arlington County Sheriff Department 

• Arlington Economic Development 

• Arlington Public Libraries 

• Arlington Public Schools 

• Community Planning Housing & Development 

• County Board Office 

• County Manager’s Office, Communications and Public Engagement 

• County Manager’s Core Office 

• Office of Human Rights 

• Department of Environmental Services 

• Department of Human Services 

• Department of Management and Finance 

• Department of Parks and Recreation 

• Department of Technology Services 

• Human Resources 

• Public Safety, Communications and Emergency Management 

• Sheriff’s Office  

• County Attorney’s Office 

The steering committee consists of inaugural RECT and/or Government Alliance on Racial Equity 

(GARE) Cohort members. Subsequent GARE Cohort members will continue to serve on RECT as 

members transition at the completion of their terms. Each department’s representative will serve a 

two-year term on a rolling basis. To fulfill the long-term mandate of the Core Team to monitor 

implementation of the racial equity plan, membership will be staggered to ensure that new 

members are able to spend time and connect their thoughts and ideas with members currently 

serving.   
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A member from the County Attorney’s Office will serve in an advisory capacity to the team by 

applying legal expertise to programs, policies, procedures, and practices being developed, revised, 

or removed.  

The team lead will be the County Chief Race and Equity Officer reporting back to the County 

Manager and County Board. 

 

RECT Responsibilities and Commitments 

RECT Members/Candidates should possess: 

• The interest, capacity, and skillset to support and fulfill the responsibilities of the RECT  

• Commitment to RACE and the RECT mission 

• Grounding in anti-racist understanding and its ongoing development 

• Dedication to shared leadership, mentorship, team building, and empowerment 

 

RECT Member Roles/Expectations: 

• Be a champion of racial equity and model County values 

• Must participate in all team meetings, activities (including work teams), and educational 

development opportunities  

• Provide leadership, facilitation, and technical support to departmental equity teams as well 

as departmental work products 

• Report and track departmental racial equity actions plans 

• Serve as a point of contact to liaise and meet with employees 

o For HR and Human Rights related concerns members should direct those concerns 

to members of RECT that serve in those capacities 

• Bring forth colleague generated ideas and solutions 

 

RECT Member Commitments: 

• Building personal and professional knowledge and skills including strategic planning, 

effective communications, complex problem solving, application of racial equity assessment 

tools for planning and decision-making, and in-depth analysis of racism and racial justice 

• Minimum of 6 – 8 hours per month to team initiatives 

• Maintaining transparency and accountability within and outside of the County 

• Ensuring that specific goals and objectives align with the larger vision/mission 

• Attending and providing updates, when necessary, at Board meetings, ELT, and Department 

Meetings  

• Ensuring that departmental action plans align with larger County goals 

• Support a data driven approach to support narrative and inform decision-making based on 

race 
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Supplemental Resources:  

 

The Race Equity Cycle - While each organization will follow its own path towards a Race Equity Culture, 

our research suggests that all organizations go through a cycle of change as they transform from a white 

dominant culture to a Race Equity Culture. These changes include increased representation; a stronger 

culture of inclusion; and the application of a race equity lens to how organizations and programs 

operate. We have coined this process the Race Equity Cycle. This journey of change pushes 

organizations to become more committed, more knowledgeable, and more skilled in analyzing race, 

racism, and race equity, and in placing these issues at the forefront of organizational and operational 

strategy. Because each organization is comprised of different people, systems, and histories, individual 

organizations will enter the Race Equity Cycle at different stages and will approach their race equity 

work with varying levels of organizational readiness. 

 

 



What does racial equity in Arlington 
look like and how can we get there? 
Background 
On September 19, 2019, the Arlington County Board adopted an Equity Resolution to 
examine and address racial inequities. Arlington, as well as cities across the nation, are 
grappling with historical policies and practices that have resulted in residential segregation, 
which in turn has created racial inequities in food security, housing security, income security 
as well as gross disparities in access to healthcare, education and worker protections. While 
there is strong political will to examine and address racial inequities in Arlington, without a 
shared understanding and informed examination of the impact of historically unfair systems, 
new policies supporting racial equity, diversity and inclusion may remain mostly on paper, no 
matter the good intentions of the plan. 

Learn more about Realizing 
Arlington's Commitment to 

Equity and other materials for 
hosting conversations by 
scanning the QR code or 

going to arlingtonva.us/equity

Join us by using the conversation starters on the back of this sheet to host your own 
conversation with family, colleagues, and members of your community.

How can you get involved?



Start your conversation today!
Use the following discussion questions and definitions to get you started.

Diversity - speaks to representation. The practice of including 
or inviting people from a range of different social and ethnic 
backgrounds and of different genders, sexual orientations, etc. 
This is the first and most basic step. 
 
Inclusion - speaks to participation - We seek participation from 
people of different races, cultures, and identities; not only in 
number but in terms of value, contribution and voice. It is a 
commitment to respecting, representing and accepting 
differences. The goal is to create environment where all people 
feel like they belong and have access. 
 
Equality - means everyone has the same rights, opportunities 
and resources. It stresses parity in access to social goods and 
services. It works when the systems in place are fair. 
 
Equity - recognizes that the same thing for everyone (equality) 
doesn’t truly address needs, and therefore specific solutions 
and remedies - which may be different for different people - are 
necessary. This is the goal. 
 
Racial Equity - closing the gaps so race does NOT predict 
one’s success in any area of life while improving outcomes for 
everyone. It’s moving beyond providing services to focus on 
changing policies, structures and institutions. 
 
Systemic Racism/Structural Racism - Different facets of 
racism work interactively (in individuals, institutions, laws and 
habits) to reinforce a system that racializes outcomes even in 
the absence of obvious racist intent. Racialization refers to the 
dynamic interconnected process that creates cumulative and 
durable inequities based on race.

 
 

What is one of your favorite 
cultural traditions and why?

 
When did you first notice race?

 
How has race impacted your life?

 
Where have you seen or 
experienced systemic racism in 
the Arlington community?

 
How do the definitions to the right 
intersect with notions of fairness?

 
Moving forward, how do you plan 
to engage people in your personal 
and professional lives in 
conversations about race?

 
 

Definitions that can help develop a 
common understanding:

Conversation 
Starters

Before you get started...

Use I language; Speak for yourself/own experience
Lean into curiosity
Remember to breathe

Here are some tips for creating a respectful and brave space:

Listen deeply - to others, to yourself
We don’t have to agree
Accept discomfort
Expect and accept lack of closure

Check out more 
conversation 

resources by scanning 
the QR code or going 

to Arlingtonva.us, 
search: "Dialogues on 

Race and Equity"



 
 

 

ARLINGTON COUNTY 

RACIAL EQUITY LENS 
A Process Guide for Employees 

ABSTRACT 
Use this guide as a tool to center your 
programs, policies, projects and 
processes to advance racial equity.  It 
will help you to determine strategies 
to eliminate, reduce and prevent 
disparities, centering those most 
impacted, for the results and 
outcomes to have the greatest impact 
on the community and workforce and 
improve outcomes for everyone. 

County Manager’s Office 
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Background 

Purpose: This process guide is intended to aid employees in the application of the County’s 
equity lens to their work consistent with RACE: 
 
Who benefits? 
Who is burdened? 
Who is missing? 
How do we know? 
What do/did we do? 
 
It is applicable for use by employees to center racial equity in developing or modifying a 
program, policy, project or process to any line of business.  
 
Objectives: In using this guide as a racial equity tool to evaluate and analyze work, it is intended 
that employees will: 
 

▪ Raise and/or increase awareness of racial inequities that may be either created or 
further perpetuated by a new or historical program, policy, project, or process;  

▪ Determine whether there are detrimental outcomes or unintended consequences to 
certain groups (communities of color, immigrants (internal and external)); 

▪ Identify underlying patterns, barriers, and opportunities for leading to equity and racial 
justice; and 

▪ Set a baseline from which to improve. 
 
Instructions: When designing, developing, reviewing, and completing a program, policy, project 
or process: 
   

1. Complete the Racial Equity Lens Worksheet using the questions in Appendix A as 
prompts to guide your thinking.   

2. Once the worksheet is complete, use the information to summarize answers to the five 
equity lens questions on the Racial Equity Lens – Evaluation Summary.   

3. Submit a copy of the completed form to [where?].  
4. Include the Racial Equity Lens – Evaluation Summary form also as an attachment to any 

final documents prepared for distribution and including Board Reports submitted 
through BRASS for projects and policies put forward for County Board action.  

5. Retain all process evaluation document(s) with the relevant files for the program, policy, 
project or process.   

https://arlingtonva.us/government/topics/equity
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Racial Equity Lens – Evaluation Summary 
 
Proposal Title: 
 
Proposal Summary: [Provide a brief description of the proposal which is considered any new 
or revised, update to a program, policy, project or process] 
 
Racial Equity Advancement Statement: [Briefly state the underlying assumptions for the 
proposal with respect to racial equity and intended results and outcomes.  Include how this 
proposal aligns with RACE] 
 
Community Impact Area(s): [List the community impact areas this proposal will have the 
potential to affect] 
 

 
1. Who Benefits? 

 
[Summarize from data review and analysis and engagement] 

2. Who is Burdened? 
 

[Summarize from data review and analysis and engagement] 

3. Who is Missing? 
 

[Summarize from data review and analysis and engagement] 

4. How do we Know? 
 

[Summarize from data review and analysis and engagement] 

5. What do We Do? 
 

[Summarize from mitigation efforts and implementation strategy] 
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Racial Equity Lens Worksheet 
 

Proposal Title: 
 

 Community 
(External) 

County Government 
(Internal) 

Underlying Assumptions 
Purpose and Anticipated Outcomes 
and Results 

  

Potential Areas of Community 
Impact 
Areas where this policy/request is 
anticipated to have an impact on 
the community 

  

Data 
What do we have? 
What do we need? 
What does it tell us? 
(Qualitative, Quantitative, any 
existing performance, dept data 
also can be used) 

  

Engaging the Most Impacted 
How will or have we engaged those 
most impacted (BIPOC, unserved, 
underserved, unrepresented, 
underrepresented)  

  

Benefits 
Positive impacts and decrease in 
racial disparities and inequities 

  

Burdens 
Adverse impacts, disparities – new, 
increased or exacerbated; 
unintended consequences? 

  

Mitigation Efforts 
Enhance positive impacts reduce 
negative or adverse impacts, racial 
disparities and inequities. 

  

Implementation Strategy 
Advance the mitigation efforts and 
the proposal inclusive of strategies 
to advance racial equity. 

  

Assessment, Accountability, 
Communication 
Evaluating, tracking, reporting data 
and results; transparent 
communication – how much did we 
do, how well did we do, what was 
the community impact? 
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Appendix A: Racial Equity Evaluation Questions 

 
Section 1: Underlying Assumptions – What is the proposal and the desired results and 
outcomes 
 
1. Proposal Title and Summary: Define/describe the program, policy, project or process (here 

after referenced as “proposal”) including intended purpose. 
 

2. State the desired result(s) (in the community) and outcome(s) (for the organization and 
your department/line of business and how you will know/what you will use to determine if 
the desired result(s) and outcome(s) have been achieved. (For example results and 
outcomes may be defined by: how much did we do?; how well did we do it?; is anyone 
better off?) 

 
3. How does the proposal align with RACE? 

 
4. Indicate the potential areas of community impact for the proposal (select all that apply): 

❑ Children and Youth 
❑ Communications 
❑ Community Engagement 
❑ Contracting Equity 
❑ Criminal Justice 
❑ Economic Development  
❑ Education 
❑ Emergency Management 
❑ Employment 
❑ Energy and Environment 
❑ Food Security 
❑ Government Practices 
❑ Health 
❑ Housing 
❑ Human Services 
❑ Land Use, Planning and Development 
❑ Parks and Recreation 
❑ Public Facilities 
❑ Public Safety 
❑ Technology 
❑ Transportation 
❑ Utilities 
❑ Workforce Equity 
❑ Other  
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Section 2. Data – What’s the data? What does the data tell us? 
**For this section, refer to the Race and Ethnicity and Census Demographic Dashboards** 
 

1. What is the geographic reach of the proposal (neighborhoods, areas, regions) and what are 
the racial and ethnic demographics of the geographic area? 

 
2. Do you have existing demographic data on who you are serving/the proposal will reach and 

how that can benefit the racial equity of your proposal?  
 

3. Are there any reports/data based on community priorities and culturally-specific feedback? 
If so, what do they indicate in terms of areas of need, relevance and consideration related 
to your proposal?  

 
4. What performance level data do you have available for your proposal? (Include data 

associated with existing programs or policies) 
 

5. Is there data that is needed that has not been collected or is otherwise not available?  Who 
is missing – certain geographies? People? 

 
6. What does community level data (qualitative and quantitative) tell you about any existing 

racial disparities/inequities? What does it tell you about the root causes or factors 
influencing racial disparities/inequities?  

 
Section 3: Involvement of Most Impacted in Decision-Making – Community Engagement: How 
have communities been engaged? Are there opportunities to expand engagement? 
 
Benefits and Burdens: What are the benefits and burdens that communities experience with the proposal? (what 
factors may be producing and perpetuating these positive and negative effects on communities?) Consider impacts 
to the various sectors (physical, mental, contextual), the overall distribution of resources, meaningful involvement 
in decisions making processes, which not only includes access but the ability to influence the outcomes based on 
participation. Think about people internal and external to the organization, across position class and position within 
the community.  Consider populations within racial/ethnic, income development, gender and ability groupings as 
well as geography. Pay particular attention to the effects on communities of color, immigrants.  

 
1. Who are the most affected community members who are concerned with or have 

experience related to this proposal?  
 

2. How have you involved these community members in the development of the proposal? 
How do you involve the most impacted in the decision-making process?  
 

3. What has your engagement process told you about the burdens or benefits for different 
groups? (Who would benefit from or be burdened by your proposal?) 

 
4. What has your engagement process told you about the factors that produce or perpetuate 

racial disparities/inequities related to this proposal? 
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5. Given what you have learned from your research and community engagement and 

involvement, how will the proposal increase or decrease racial equity? 
 

6. Are there any unintended consequences for different groups that may result from the 
proposal? 

 
Section 4: Mitigation Efforts – Strategies for Advancing Racial Equity 
 
1. Based on unintended consequences, existing data and gaps, how can the proposal be 

modified to enhance positive impacts and reduce negative impacts?  
 

2. What are some efforts or approaches you will take to reduce or eliminate adverse impacts 
and disparities on those most impacted? 

 
 

3. What are ways in which existing partnerships could be strengthened to maximize impact in 
the community?  

 
Section 5: Plan for Implementation 
 
1. Describe your plan for implementation.  

 
2. Is the proposal adequately funded? Staffed and Resourced? And with mechanisms to 

ensure successful implementation and enforcement?   
 

3. Are additional/other resources or actions are needed? 
 
Section 6: Assessment, Accountability and Communication 
 
Note: This section may not be applicable to new proposals but for those being modified and/or once new proposals 
have been implemented. 

 
1. Are you achieving the anticipated outcomes? 

 
2. Are you having impact in the community? 

 
3. Are the impacts aligned with the community outcomes defined in Section 1? 

 
4. How will impacts be documented and evaluated?  

 
5. How are you reporting results and outcomes, data, etc. 

 
6. How are you communicating on impacts and advancement in racial equity? 



 

4 
 

 
7. How will you continue to communicate and engage with those most impacted during 

implementation? 
 

Sources: 
1. Balajee, Sonali S., et at., (2012). Equity and Empowerment Lens (Racial Justice Focus). Portland, OR: 

Multnomah County. 
2. City of Fort Collins, Equity and Inclusion Resource Guide 
3. Government Alliance on Race and Equity, Race Forward. Racial Equity Toolkit and Racial Equity Toolkit 

Worksheet 
4. The Gemini Group, LLC. Equity Lens, (word document) 
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Appendix B. DEFINITIONS 
 
Equity  
Policies, practices and procedures that focus on outcomes; based in an approach that considers 
strategy holistically and the root cause of disparities. The assumption is that people have 
unequal starting places and that there is a need to correct imbalances. The effort to provide 
different levels of support based on an individual’s or group’s needs in order to achieve fairness 
in outcomes.  
 
Racial Equity 
Eliminating race-based opportunity gaps so that race does not predict one’s success in life and 
improving outcomes for all. This approach centers those who are at a systemic disadvantage 
and moves beyond a service-based approach toward focusing on policies, institutions and 
structures.  
 
Equity Lens (Source: The Gemini Group, LLC) 
A critical thinking exercise to help cultivate and maintain an equity mindset.  It is the umbrella 
under which a Racial Equity Tool is devised and used.  It is a means to think about 
operationalizing Equity. No matter their focus, all Equity Lens documents or tools emphasize 
the following five areas: 
 

1. Underlying Assumptions 
2. Data 
3. Benefits and Burdens 
4. Involvement of the Most Impacted in Decision-Making 
5. Mitigation Efforts 

 
Racial Equity Lens 
Racial equity lens is a means or process of continually asking how a decision, policy, purchase, 
program impacts people of color and being intentional about inserting racial equity into 
decision making processes. The resulting outcome of the process is a strategy to operationalize 
racial equity or actions to reduce, if not eliminate and prevent racial inequities and improve 
success for all. 
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Department Highlights 
During the year, several departments took steps to Realize Arlington’s Commitment to Equity. 

 
Department of Community 
Planning and Housing 
Development Permit Office 
Pilot Program: When the 
Permitting Office re-opened 
in September after a two-
year closure, it introduced a 
pilot program focused on 
providing equitable service to 
all customers.  
 
It targets three specific 
groups of users: those 
without access to proper 
technology and home 
internet service; those who 
may have limited English 
proficiency and in need of 
using County translation 
tools; and those who may 
have limited digital literacy 
and have challenges 
navigating our website and 
new portal.  

 
In developing the program, 
staff consulted the draft 
Racial Equity Lens Guide and 
employed a unique 
engagement approach to 
reach different groups that 
included contacting hardware 
stores, the Latino Chamber of 
Commerce and the 
Commission on Aging. They 
also participated in pop-up 
events throughout the 
County. 
 
By October,  the program had 
serviced 110 transactions and 
is operating at a 100% 
customer satisfaction rate 
among those who submitted 
surveys. The future of the 
program will be determined 
by the data collected as it 
continues along through the 
winter. 

 
Department of Parks & 
Recreation: The department 
focused internally and 
externally with efforts 
directed towards creating 
equity for employees and its 
consumers.  
 
Its Internal efforts included: 
creating a core team to focus 
on race and equity and 
applying the equity lens to its 
policies and procedures; 
developing a Race and Equity 
Strategic Plan for Fiscal Year 
2023-2024; reviewing its 
employee Merit Award 
process with an equity lens; 
and hosting a “Let’s Talk 
About It” employee training 
program focused on racial 
equity concepts (Continues 
on next page). 



2 | P a g e  
 

 
 
(Department of Parks & Recreation, 
continued) 

For its customers, the 
department used the Race 
and Ethnicity Dashboard to 
study data related to 
programming and made 
program adjustments in 
response. For example, it 
moved its school break 
camps to Carver and Lubber 
Run Community Centers that 
provide low cost childcare 
when school is out, and even 
deeper fee reductions to 
those in need.  
 
Department of Technology 
Services: In September, the 
department formed a Racial 
Equity Liaisons group and 
used the Racial Equity Tool to 
evaluate its submissions to 
the County’s Capital 
Improvement Plan (CIP) to 
gauge each item’s impact on 
racial equity. The process led 
to staff gaining a host of 
lessons learned that will help 
them not only in their 
ongoing operations but in 
determining future CIP 
submissions and 
financial/budget requests. 

Fire Department: The Fire 
Department created three 
committees to focus on 
different components of its 
racial equity efforts—
community, anti-racism and 
administration. The 
community subcommittee 
worked with general public in 
its implementation of its new 
emergency medical service 
delivery model, its summer 
safety program and “Stroke 
Smart” awareness campaign. 
 
The anti-racism group 
convened discussions and 
talks addressing race and 
equity in the department and 
its operations. Meanwhile, 
the administrative subgroup 
reviewed the department’s 
standard operating 
procedures using the equity 
lens. In addition, the 
department used the Racial 
Equity Tools in development 
of Fire Station 8 centered on 
celebrating the station’s 
history as the first African 
American station in the Halls 
Hill neighborhood. 
 

Arlington Public Schools: 
Arlington Public Schools (APS) 
is an active partner in the 
County’s efforts to advance 
racial equity. It offered bias 
training for employees and 
staff and used the “train the 
trainer” model to replicate 
the training for the 
community at large.  
 
It also engaged the 
community for discussions on 
the APS Equity Dashboard to 
raise awareness of the tool as 
a mechanism to identify 
strength and areas in need of 
additional support and 
advocacy. 
 
School staff also created an 
Equity Profile Dashboard on 
its website that provides 
users information on student 
demographics, student 
success, college and career 
readiness and more. Future 
phases will address student 
wellbeing, school climate and 
engaged workforce. 

https://www.arlingtonva.us/Government/Departments/Parks-Recreation/Programs/Camps/Break-Camps-Trips
https://www.arlingtonva.us/Government/Departments/Parks-Recreation/Programs/Camps/Break-Camps-Trips
https://equityprofile.apsva.us/
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