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INTRODUCTION 
The vision of Arlington County is to be a “diverse and inclusive world-class urban community with 
secure, attractive residential and commercial neighborhoods where people unite to form a caring, 
learning, participating, sustainable community in which each person is important.” Arlington County 
Government (ACG) requires an engaged, talented workforce that reflects the diversity of the County. 
To ensure that the ACG culture operates to achieve this vision and objectives, the Office of Human 
Rights has partnered with ICF to conduct a robust traditional barrier analysis study that will inform 
the County’s plan for long-term recruitment and retention strategies, and provide the County with 
action-oriented approaches that encourage inclusive cultures, enhance leadership awareness, and 
support the County’s current efforts in eliminating workforce barriers for all County employees.  

The purpose of a Barrier Analysis is to identify any root causes of disparities in equal employment 
opportunities so that organizations can take action to remedy the policies, procedures, or practices 
that lead to such disparities. A barrier can be an agency policy, principle, or practice that may limit 
employment opportunities for members of a particular sex, race, or ethnic background, or based on 
an individual's disability status. The key findings and areas of improvement detailed in this report are 
based on analyses of both numeric workforce data and qualitative data from interviews, focus 
groups, and a survey of employees’ perceptions and experiences. Compared to other agencies and 
organizations, Arlington County Government displayed a consistent willingness to engage fully in the 
barrier analysis and demonstrated a genuine desire to continue making Arlington a great place to 
work for all employees.  Arlington County values resonated positively throughout the project and 
both staff and leadership emphasized the important and rewarding nature of their work. 

REPORT ORGANIZATION 
This report is organized in the following order: 
The Methodology section summarizes the various data 
collection methods, approaches, and analyses ICF 
conducted to understand and document ACG’s 
workforce in terms of diversity and inclusion.  
The Summary of Findings describes our approaches in greater depth and includes a summary 
review of results from the Trigger Analysis, Diversity and Inclusion Survey, and the Employee Focus 
Groups.  

Results by Topic Area cover the findings from each data collection and analysis method as they 
relate to the employee lifecycle. The following topic areas are covered:  

• Recruitment and Hiring 
• Promotions and Salary 
• Training and Development 
• Culture and Retention 

Within each topic area, findings from the trigger analysis, 
policy analysis, survey, and focus groups are discussed. 
In addition, overall Areas of Improvement based on the 
findings are displayed.  

METHODOLOGY 
This project was aimed at identifying systemic workplace and equal employment challenges and 
providing corresponding recommendations for solutions and improvements by conducting a 
traditional barrier analysis. The barrier analysis commenced with a trigger analysis, which involved 
performing statistical analyses to compare ACG’s workforce percentage rates against several 

Orange boxes display direct 
quotes from employees from 
the focus groups. 

Blue boxes indicate best 
practices research 
associated with each of 
the recommendations.  
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quantitative benchmarks (i.e., Civilian Labor Force (CLF), Relevant Civilian Labor Force (RCLF), 
Arlington Population, ACG Overall). The demographic analyses investigated differences between the 
expected and actual participation rates for EEOC-identified protected classes in the workforce and 
where possible focused on data from all five critical phases of the County’s employment life cycle: 
recruitment, hiring, training and development, promotions, and retention). Trigger analysis findings 
described as ‘more than’ or ‘less than’ expected indicates that the findings were statistically 
significant. Statistical significance indicates that two groups’ observed frequencies are significantly 
different from expected frequencies, and those differences found are not likely due to chance alone 
but may instead be indicative of other underlying reasons. Once the trigger analyses were complete, 
ICF created an investigative plan that outlined the triggers found and how to investigate triggers 
further during the barrier analysis portion of the project. 
Next, ICF 
developed and 
conducted a 
Diversity and 
Inclusion (DI) 
survey that 
examined the 
D&I efforts 
across ACG.  
The survey 
assessed 
employee 
perceptions and 
attitudes on 
several focus 
areas, including 
climate and 
fairness, 
personal 
experiences regarding diversity, leadership, rewards and development, and diversity and inclusion 
resources and polices. The web-based survey responses were collected between July 23, 2020 
through August 23, 2020 and were sent via email to all 3,428 ACG employees (as of July 2020). A 
total of 1,571 ACG staff participated in the survey for a response rate of 45.6%. 

In addition, ICF reviewed official policies, plans, and programs to investigate how they may be 
influencing or contributing to any triggers detected in the Trigger Analysis. Relevant data and 
materials provided by the County were reviewed and analyzed to uncover potential barriers (e.g., 
accessibility issues, biases) that may contribute to the triggers identified. This document and policy 
review aided in the development of the interview and focus group protocols.  

Lastly, ICF conducted individual interviews and focus groups to speak with employees and leaders 
from across ACG.  Individuals were placed in groups with others from similar demographic 
backgrounds, job level, or function. Questions in the focus group protocol examined culture and work 
environment, advancement opportunities, training and development, salary, leadership, retention, 
and general improvements at ACG. If participants were uncomfortable sharing in the focus groups or 
interviews, ICF provided opportunities for ACG employees to contribute by phone or email to share 
their experiences. Once all interview and focus groups were conducted, ICF performed a content 
analysis of the qualitative data (i.e., interview and focus group notes) to identify and analyze themes 
that emerged. To perform the content analysis, an ICF content analysis expert independently 
analyzed all responses and coded for themes (i.e., sentiments that were stated and espoused 
consistently, several times over the course of many focus groups). Once the expert finished coding, 
two additional content analysis experts independently reviewed the identified themes to ensure 
accuracy. The only themes detailed within this report are those discussed by multiple participants 

Exhibit 1. Barrier Analysis Methodology 
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across multiple focus groups (i.e., they needed to reach such a threshold of frequency in order to be 
included). If a theme emerged only in focus groups that shared a specific demographic characteristic 
(e.g., race, gender), the report indicates the focus groups where the theme emerged (e.g., ELT 
directors). It is important to note that all themes are based on employee perceptions and expression 
of concerns; they are not confirmed instances of discrimination. However, qualitative data is still 
extremely valuable given that it provides context and insights into what employees and leaders say 
they are experiencing and where they would like to see improvements, and reveals the processes 
that contribute to their job satisfaction and dissatisfaction. Furthermore, when the qualitative data 
provides further evidence of the triggers and other quantitative results, it confirms the existence of a 
barrier that should be addressed. 
Once all analyses were performed, ICF synthesized data from the trigger analysis, policy review, 
D&I survey, and interviews and focus groups. As such, the key findings and areas of improvement 
detailed within this report are based on a combination of both quantitative and qualitative analytic 
results. Areas where employee attitudes and perceptions aligned with the numerical results, 
provided greater evidence of potential barriers. ICF then used the data to draw conclusions, 
document key issues, and develop actionable recommendations to help eliminate barriers at ACG.   
Leaders and those tasked with implementing recommendations resulting from this Barrier Analysis 
are encouraged to read the following full reports which present greater details on each of the phases 
described: 

• ACG Trigger I, II, and III Analysis Report 
• ACG Diversity and Inclusion Survey Results 

SUMMARY OF FINDINGS 
This section summarizes findings from three critical data analysis and collection methods: the 
Trigger Analysis, Survey, and Focus Groups.  

Trigger Analysis 
During the first phase of the Barrier Analysis, statistical analyses on workforce data were conducted 
to identify any potential barriers or trends that show discrepancies or anomalies in ACG’s workforce 
that may warrant further investigation. Triggers are identified based on discrepancies between the 
percentages associated with a group of focus (e.g., percentage of females per organization) and the 
appropriate comparison value (e.g., percentage of females in the entire ACG population). Although 
ACG has a diverse workforce (50% minority), our analysis showed that minorities and females 
receive less employment offers and promotional opportunities, separate from ACG at a higher rate, 
and are in lower pay bands than male and white employees. There were seven departments which 
had the largest number of triggers. Those departments included Community Planning, Housing & 
Development (CPHD), Environmental Services (DES), Human Services (DHS), Parks and 
Recreation (DPR), Libraries (LIB), Fire Department (FIR), and Police Department (POL). However, 
not all departments had large enough sample sizes to be included in all statistical analyses. Please 
see Appendix A to find the data sources and detailed analysis methodology for the trigger analysis. 
To find additional information and more in-depth trigger analysis results, please refer to the full 
trigger analysis report.  

Survey 
During the barrier analysis phase of the project, a diversity and inclusion survey was distributed to all 
ACG employees. Results from the survey suggested respondents believe in their own individual 
ability to work with others from varying backgrounds and cultures, and they believe diversity is a key 
success factor for ACG. However, respondents lack the confidence in ACG policies and leadership 
to do the same, with only 56.3% believing that ACG’s climate is inclusive. The survey highlighted 
perceived favoritism, fear of retaliation, inequity in promotions and training opportunities, and a lack 
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of accountability from leaders to investigate unfair treatment and to foster a workplace that is not 
discriminatory. There were statistically significant differences in responding to survey items by 
multiple demographic variables. Those include race and ethnicity, gender, sexual orientation, 
disability status, age, supervisory status, and by department. Please see Appendix B to view the 
ACG survey instrument. For more in-depth survey results, please refer to the full ACG survey 
analysis report. 

Focus Groups 
In the final stage of the barrier analysis, ICF conducted 17 focus groups with employees to discuss 
the following topic areas: Culture and Work Environment, Advancement, Training and Development, 
Salary, Leadership, Tenure/Turnover, and General Improvements. Some focus group participants 
were assembled into focus group clusters by race, gender, sexual orientation, and supervisory 
status, while others were grouped by function, office, or role (e.g., Office of Human Resources, 
Office of Human Rights, HR specialists across ACG, and members of the ELT). During the focus 
groups, employees were asked to speak candidly about their feelings and perspectives and were 
reassured that all data collected would be aggregated and deidentified to ensure anonymity. The 
sentiments that were stated and espoused consistently, several times over the course of many focus 
groups (i.e., overall themes) include: 

• A perception of narrow and non-diverse applicant pools implies that ACG can do more to 
attract and recruit a broader, more diverse set of applicants, specifically for leadership 
positions    

• A perception of a lack of diversity on hiring panels has led to perceived bias 
• Lack of accountability and transparency regarding promotion and advancement opportunities 
• Shortage of ethnic and racial diversity in leadership positions 
• Absence of effective diversity, equity, and inclusion (DEI) efforts and training  
• Too much discretion given to supervisors, on actions such as hiring, and a perception of 

consistent guidance provided to them from HR1  
• Lack of flexibility to negotiate pay during onboarding 
• Favoritism and biases impacting perceptions of employees and opportunities for 

advancement or development 
• Lack of training for advanced skills 
• Too much subjectivity in the approval process for training opportunities  

A more detailed summary of feedback from each focus group is included in Appendix C. Focus 
group results are also described in the follow section, Results by Topic Area. Additionally, a sample 
of the protocol can be found in Appendix D. 

RESULTS BY TOPIC AREA 
Results have been categorized into four topic areas based on the employee lifecycle: Recruitment 
and Hiring, Promotions and Salary, Training and Development, and Culture and Retention. Within 
each of these topic areas, ICF has summarized overall Areas of Improvement, informed by the 
Findings from the data collection and analysis methods.  

Recruitment and Hiring  
During the focus groups, employees alluded to recruitment and hiring as important factors in 
fostering diversity and inclusion throughout the employee lifecycle. Based on this, there are areas of 

 
 
1 When focus group participants mention HR, they may be referring to centralized HRD, or their department HR 
specialists.   



Pre-decisional Draft - Not for Distribution   7 

improvement for ACG to enhance the recruitment and hiring process to promote diversity and 
inclusion. There were consistent themes from multiple groups regarding the lack of diversity on 
hiring panels and in candidate pools, excessive discretion given to hiring managers, and lack of 
flexibility during the onboarding process to negotiate pay. This was also reflected in the survey 
findings, with over 30% of respondents agreeing that ACG needs to work on recruiting a diverse pool 
of applicants for job opening. Participants suggested doing more outreach to recruit diverse 
applicants and using a blind resume screening process to limit bias as steps towards improving 
equity in the recruitment and hiring process. ACG has been taking steps to address some of these 
concerns, including promoting diverse hiring panels to hiring managers.  

Areas of Improvement2 
 Lack of diversity on hiring panels and in candidate pools. 
 Concern over fairness of recruitment and hiring process. 
 Disproportionate offer rates when comparing white applicants to Black or African American 

applicants and Hispanic applicants, and when comparing female and male applicants.  
 Favoritism and biases that impact who is recruited and hired. 
 More training on how to view applications through a lens of diversity and inclusion. 

Findings  
Trigger Analysis 

• White applicants 
received more offers 
than expected, while 
Black or African 
American and 
Hispanic candidates 
received fewer offers 
than expected. White 
applicants passed 
assessments at a 
higher rate than 
expected, while Black 
or African American 
and Asian candidates 
passed assessments 
less than expected in 
all FYs (Exhibit 2). 

• Male applicants receive more than expected offers, while females received fewer offers than 
expected. In addition, females passed assessments at a lower rate than expected while male 
applicants failed background checks at a higher rate than expected. 

Policy Analysis 
• ACG Affirmative Action Plan (AAP) for 2018 specifically lays out program strategies for 

special focus recruitment efforts to ensure underrepresented groups are being recruited at 
ACG. These strategies include outreach plans, diverse interviews panels, and implementing 
recommendations for the 2016-2017 barrier analysis study. 

• ACG has outlined guidelines for hiring managers on the importance of diverse hiring panels 
and steps to ensure that hiring panels are diverse. This document lays out instructions on the 

 
 
2 The Areas of Improvement are based on analysis of both the quantitative and qualitative data. 

Exhibit 2. 2019 ACG Applicant Lifecycle by Race 
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minimum criteria for diversity on an interview panel, 
which is a panel that includes both gender and 
racial/ethnic diversity.  

• The County has tracked the percent of diverse hiring 
panels based on the number of total hires between 
FY17 and FY20.  

• When new employees are hired, they go through a 
presentation to orient themselves with the 
characteristics of the EEO policy and the Office of 
Human Rights. This presentation includes what the 
Office of Human Rights does, how to file an EEO 
complaint, and how to request a reasonable 
accommodation.  

• ACG pledges in their EEO policy to periodically 
update their job descriptions to ensure individuals 
from various education and work backgrounds may 
apply for positions. Updating of position descriptions 
occurs during Job Family Studies; the job postings are based on these and the staffing 
analyst works collaboratively with the hiring manager and HR liaison to create the job 
announcements when they are posted.  

• Any applicant for the Competitive Service may work with the Arlington County Office of 
Human Rights and file an EEO complaint under the provisions of Chapter 11. 

• Arlington County Personnel Rules include vague language in regard to the use and 
validation of selection assessments for hiring. It is unclear whether job analyses were 
performed to ensure selection assessments are related to the job and it is also unclear the 
frequency in which adverse impact is reviewed. 

• ACG AAP outlines strategic plans to accomplish their affirmative action goals and workforce 
diversity. This includes a strategic recruitment and hiring plan to reach out to diverse groups, 
training for interview panels, target high potential minority employees for development 
assignments, and the development of new AAP goals that addresses the concerns of 
minority employees for the next fiscal year.  

• Arlington County offers a year-long internship program for interns. However, the internship 
document does not specify the recruitment, selection criteria, and process for internship 
programs. 

Survey  
• Only 64.7% of survey respondents believe that ACG recruits a diverse pool of applicants for 

job vacancies. 

Focus Groups 
• Black, Indigenous, and People of Color (BIPOC) supervisors believe that the candidate pools 

have had too few minority candidates to choose from. They also feel that personal 
relationships play too strong a role in hiring, meaning, hiring managers will hire friends and 
people they know rather than choosing from a more diverse applicant pool. 

• Employees across demographic groups perceive a lack of diversity on hiring and interview 
panels. 

• Employees in the Latinx non-supervisory group felt that some universities are seemingly 
weighed more in the hiring process than others, and that Latinx candidates are less likely to 
go to those universities, putting them at a disadvantage compared to other applicants.  

• Across demographic groups, many employees feel that there are no clear rules about who 
should serve on hiring panels and how interviews should be conducted.  

Diverse Hiring Panels 
HR has implemented key guidelines 
for hiring managers on the 
importance of diverse hiring panels, 
steps to ensure that panels are 
diverse, and specific minimum 
criteria for achieving a diverse panel. 
Although the County has been 
tracking data on diverse panels since 
2017, based on our interviews and 
focus groups, it appears that 
information about this important 
change has not yet reached all HR 
specialists and hiring managers 
throughout the County.   
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• Women supervisors and ELT directors noted that all individuals involved in the hiring process 
should be trained on viewing applicants in a diversity and inclusion lens. Participants in the 
HR specialist groups feel that many new leadership positions may be advertised as 
competitive, but there is usually a candidate in mind for that positions before the hiring 
process begins.  

Recommendations 
 Promote fairness in external and internal recruitment and hiring processes3. 

Promotions and Salary 
The results from the data collection and analysis regarding promotions indicate this is a significant 
area of opportunity for ACG. There are disparities between males and females when it comes to 
promotions and salary, which is also the case when comparing white and minority employees. There 
was a consistent theme across demographic groups that people of color are more likely to be paid 
less. Many employees expressed concerns over the lack of advancement opportunities and shared 
concern over bias and favoritism when it comes to promotion. In fact, the Diversity and Inclusion 
survey revealed low agreement when asked if the ACG promotion process was fair and equitable 
and whether rewards and recognition are distributed fairly and equitably. Many employees, to 
include supervisors, shared concern that a lack of valid policies and procedures that define the 
promotion process and ensure transparency and accountability is contributing to disparities. With a 
clear understanding of these issues, ACG will have plenty of information to inform action steps that 
will help address these concerns.  

Areas of Improvement 
 Concern over fairness of promotion process. 
 Salary disparities that cannot be attributed to performance or experience.  
 Disproportionate promotion rates when comparing white employees to minority groups and 

when comparing female and male employees.  
 Clarity and transparency of promotion process.  
 Salary negotiations that perpetuate salary inequities.  
 Favoritism and biases that impact advancement selection or associated opportunities.  

Findings 
Trigger Analysis 

• Minority groups and females have less representation in higher paying pay brackets than 
their representation would suggest. However, mean differences were unable to be conducted 
due to control variables such as education and position type not being available. 

• White employees received more than expected promotions, while Black or African American 
and Asian employees received fewer promotions than expected in FY 2019. In FY 2018, 
Hispanic or Latino employees received fewer promotions than expected compared to white 
employees (Exhibit 3). 

• In FY 2019 and 2018, females received fewer promotions than expected and males received 
more than expected promotions. 
 

 
 
3  Griffin, K., Bennett, J., & York, T. (2020, June 24). Leveraging Promising Practices: Improving the 
Recruitment, Hiring, and Retention of Diverse & Inclusive Faculty. OSF Preprints. 
https://doi.org/10.31219/osf.io/dq4rw. 

https://doi.org/10.31219/osf.io/dq4rw
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Exhibit 3. 2019 Promotion and Workforce Percentages by Race and Gender 
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• Less than half of ACG survey respondents believe that the promotion process is fair and 
equitable (32.9%) and that rewards and recognition are distributed fairly and equitably 
(38.1%) (Exhibit 4). 
 
Exhibit 4. ACG Reward Survey Items 
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no career ladders, limited transferability of skillsets between different types of positions, and 
lack of access to skill requirements needed at the next level (e.g., no opportunity to learn 
required supervisory skills). In some cases, women felt that they were limited after having 
children, with their responsibilities being “stripped away”. The civil leave program is 
perceived as holding women and minorities back. Even in departments where women are 
the majority, participants noted that men hold a seemingly disproportionate amount of 
leadership positions. In terms of positive development experiences, many women feel they 
have had beneficial experiences with mentoring. At the beginning of the pandemic, the 
County, like many other jurisdictions, instituted a short-term program to provide additional 
leave to help employees deal with the sudden onset of the pandemic and the need to care 
for their children or other dependents.  In the survey, some employees noted that the civil 
leave program is perceived as holding women and minorities back. 

• Supervisors generally expressed the belief that there are not policies and procedures in 
place to help define the promotion process and ensure transparency and accountability.  

• During the women supervisor group, it was suggested that when onboarding new 
employees, it is important for HR to be flexible with salary negotiations, avoid focusing on 
past pay (which may have been inequitable for women and people of color). Regarding 
advancement, this group feels that when there are barriers to advancement within an 
employee’s department (due to a lack of openings, etc.), opportunities to move to lateral 
positions with more growth potential may be limited as skillsets are often not transferable 
elsewhere in the County, .  

• Participants in the women supervisor group also expressed the belief that those who do not 
use the civil leave program are provided with more growth opportunities, and that this 
disproportionately punishes women and people of color. Additionally, in departments that 
have a female majority, men appear to be held to lower performance standards.  

• Asian and Asian American employees expressed concerns that limiting certain positions and 
advancement opportunities to internal employees results in limited diversity due to the lack of 
diversity within that pool of employees.   

Recommendations 
 Promote Fairness in External and Internal Selection Processes 
 Encourage Fairness in Promotion Decisions 
 Eliminate Salary Inequities4 

Training and Development  
Based on findings collected from the survey analysis and data collection, employees indicate high 
agreement that supervisors and managers encourage them to seek out training opportunities and 
provide constructive feedback on opportunities for development. Many respondents of the survey 
agreed that they are aware of available training opportunities. However, themes collected during the 
focus groups indicate that training and development is an area of opportunity for ACG to further 
improve. Some employees raised that they felt the process in which employees are approved for 
trainings is unfair, stating that support from supervisors on training and development is dependent 
on who you are and who you know.  Other comments indicated difficulty gaining the multiple levels 
of approval needed for aspiring supervisor training, lack of training for more complex and advanced 

 
 
4 Bessen, James E. and Meng, Chen and Denk, Erich, Perpetuating Inequality: What Salary History Bans 
Reveal About Wages (2020, June 1). Available at 
SSRN: https://ssrn.com/abstract=3628729 or http://dx.doi.org/10.2139/ssrn.3628729 

https://ssrn.com/abstract=3628729
https://dx.doi.org/10.2139/ssrn.3628729
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skills, difficulty gaining approval for trainings outside of the County, and a subjective process for the 
selection of training opportunities. Other participants indicated that more training on unconscious 
bias and microaggressions can help ACG be more open minded and inclusive.   

Areas of Improvement 
 Discretion given to manager and supervisors for training approval. 
 Difficulty gaining multiple levels of approval needed for trainings. 
 Lack of consistency of supervisor support to approve training and development opportunities. 
 Concern over fairness of promotion process. 
 Salary disparities that cannot be attributed to performance or experience.  
 Disproportionate promotion rates when comparing white employees to minority groups and 

when comparing female and male employees.  
 Clarity and transparency of promotion process. 
 More training surrounding diversity, inclusion, and unconscious bias. 
 Equal access to training and development opportunities. 

Findings 
Trigger Analysis 

• Samples sizes where too small to statistically analyze by demographic variables for 
leadership training participation. 

Policy Analysis 
• ACG monitors their selection procedures and opportunities for career development and 

training annually for adverse impact. However, ACG does not have a policy that clearly 
outlines the selection process for career development and training opportunities. This leaves 
selection of individuals into career development and training efforts to the discretion of 
individual managers which may lead to unintentional discrimination of marginalized groups. 

• ACG employees are registered for EEO classes as part of their new employee orientation. 
Although employees take this training as a new hire, it not specified what topics are covered 
in this training and/or if ACG requires employees to take this training yearly as a refresher. 

 
 
Survey  

• The majority of respondents felt as though ACG supervisors encourage them to participate in 
trainings (81.0%) and that leaders provide constructive feedback on performance (77.9%). 

• Over three-quarters (75.9%) of respondents felt that they are aware of training opportunities 
that are available to them. However, under half (47.5%) of respondents believe that the ACG 
process for determining who receives training opportunities is fair. 

• Respondents indicated that they are motivated about their work (69.8%) and believe that 
ACG provides opportunities for growth and development (66.1%). However, less than half of 
respondents believe that mentorship and cross-training opportunities at ACG are available 
(39.2% and 44.3%, respectively) (Exhibit 5). 

• There appears to be variation in the frequency and timing of EEO training with 36.8% of 
respondents reporting receiving training within the last two years, 13.2% reporting receiving 
training two to five years ago, and 6.9% reporting receiving training more than five years ago. 
Almost one-third (31.8%) of respondents reporting receiving receiving EEO training when 
first hired by the County. 
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Focus Groups 
• Lack of support from managers and supervisors to seek out and approve training and 

development opportunities was mentioned across multiple demographic groups.  
• Asian non-supervisory participants feel that there is a lack of consistency with supervisory 

support, meaning some supervisors provide mentorship and development, while others 
provide no support for employee growth. Furthermore, these employees believe that this 
limits certain employees from advancing in their careers. 

• Some participants in the non-supervisory women group felt that their supervisors and 
managers are supportive of their training and development goals, and they overall felt 
supported when seeking out these opportunities. 

• Other non-supervisory women indicated that they found it difficult to pursue training and 
development opportunities because of the seemingly multiple levels of approval needed for 
some trainings. They expressed that they would like to have more opportunities to take 
trainings on more complex and advance skills for their career growth. 

• Multiple demographic groups believe that more training surrounding diversity, inclusion, and 
etiquette would be beneficial to offer a more welcoming environment. 

• Black non-supervisory employees shared that they have concerns with the ability to receive 
training and development, as obtaining approval for such training is seemingly largely up to 
the discretion of their manager and supervisor. They feel that supervisors have a lot of power 
and influence over who advances and receives developmental opportunities.  

• Favoritism and the approval for training and development opportunities was a concern in 
multiple focus groups. For example, in the BIPOC supervisor group, many perceive that staff 
are identified for developmental opportunities before the selection process even begins.  

• HRO/ADA focus group participants expressed that due to staffing and resource limitations, 
they have not been able to provide the trainings needed for certain department that are 
experiencing challenges.  

39.2%

44.3%

47.5%

66.1%

69.8%

75.9%

0.0% 20.0% 40.0% 60.0% 80.0%

Mentoring is readily available to those
who want it.

I am provided opportunities to cross-train
or go on details.

ACG’s process for determining who is 
selected to receive training and 

development opportunities is fair.

ACG provides employees with
opportunities for growth and

development.

I feel highly motivated about my work.

I am aware of the training opportunities
available to me.

Exhibit 5. ACG Development Survey Items 
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Recommendations 
 Ensure Equal Access to Training and Development Opportunities 
 Encourage Developmental Performance Appraisal and Management Processes  

Culture and Retention 
Based on feedback from employees during focus groups, there appears to be an improvement in 
ACG’s culture, communicated by black and female employees. However, ACG can do much to 
improve the overall culture, particularly for employees from marginalized groups. Many employees 
indicated that efforts to improve diversity and inclusion would enhance their work experience and 
foster a greater sense of belonging while also reducing fear of retaliation. Favoritism and inequitable 
treatment of employees was a common theme that surfaced in focus groups and was reflected in 
survey data. There was also a consistent theme that there is not enough diversity in leadership and 
that too much discretion is given to supervisors to make decisions and a perception that many are 
not fit to manage or have not received proper training to manage effectively. As a result, the 
employee experience differs widely depending on supervisors and division. As such, more 
consistent training of supervisors and leadership could significantly improve ACG’s culture and lead 
to greater retention of personnel.  

Areas of Improvement 
 Accountability of supervisors and leadership regarding DEI efforts. 
 Inconsistencies in supervisor support.  
 Implicit bias, microaggressions, unintentional discrimination, lack of cultural awareness, etc. 

prevent inclusivity and equity.  
 Favoritism at all levels of leadership.  
 Fear of retaliation.  

 
Findings 
Trigger Analysis 

• Asian employees separated at a higher rate than expected in FY 2018. 
• Females separated at a higher rate than expected in FY 2017. However, their separation 

rate has decreased in the past two years. 
• There were seven departments which had the largest number of triggers. Those departments 

included Community Planning, Housing & Development (CPHD, Environmental Services 
(DES), Human Services (DHS), Parks and Recreation (DPR), Libraries (LIB), Fire 
Department (FIR), and Police Department (POL). However, these departments had large 
enough sample sizes to be included in all statistical analyses. There were multiple 
departments with insufficient sample size which were not included in all statistical analyses in 
trigger I, II, and III. 

Policy Analysis 
• ACG EEO Chapter 11 outlines the rules and regulations for employees to request 

reasonable accommodations. This includes who they make requests to, the role of their 
supervisor and manager when they make a request, and the privacy of personal health 
information provided by the employee.  

• There is reasonable accommodation training provided at ACG. Additionally, within the EEO 
refresher training employees are required to take every year, reasonable accommodation 
information is provided. 
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• ACG has developed an EEO presentation to orient new employees on aspects of EEO within 
ACG including what discrimination may look like in the workplace, laws that cover EEO, and 
the theories of discrimination. This presentation also gives new employees an opportunity to 
apply what they have learned in the presentation to different scenarios. Lastly, this 
presentation gives new employees an in-depth review EEO and ADA process, including the 
EEO complaint process and requesting a reasonable accommodation.  

• The EEO New Employee presentation outlines the steps in which employees must take to 
request a reasonable accommodation. This includes a contact information for the Office of 
Human Rights, what documents to provide during the reasonable accommodation process, 
and what needs to be discussed with your department to identify an appropriate 
accommodation.  

• The Flexible Work Arrangement Policy document does not describe the approval criteria for 
determining who can adopt flexible work arrangements. However, each department was 
asked by HR to identify positions that were telework eligible or not.  Departments define why 
a position or individual is or is not eligible. This process appears to allow discretion and 
should be reviewed for consistency and to ensure the process is objective. 

• The EEO New Employee Orientation presentation outlines where new employees can locate 
information regarding the official EEO policy. 

• The ACG EEO Policy outlines the policies and procedures in place to ensure fairness in the 
employment lifecycle and to prevent barrier to equal employment. This policy describes the 
practice for filing a formal EEO complaint.   

• ACG’s AAP (2018) states that the County Manager and the Assistant County Manager for 
Human Rights and EEO have the overall responsibility for the implementation of Equal 
Employment Opportunity and the Affirmative Action Plan (AAP). The Assistant County 
Manager develops policy statements, as well as external and internal communication to 
ensure compliance with this policy. According to the AAP, accountability and responsibility is 
in the hands of the Director of Human Rights, department directors, and department 
managers. 

Survey  
• Only 54.1% of employees at ACG reported believing that ACG educates employees on how 

diversity and inclusion can foster innovation at ACG. 
• Employees at ACG believe 

that they support workforce 
diversity at ACG and value 
individuals from varied 
backgrounds (81.3% and 
76.3%, respectively). 

• However, only 59.4% 
respondents believe it’s 
easy for people from diverse 
backgrounds to feel 
accepted and only 51.2% of 
respondents feel that 
diversity is represented at 
all levels of ACG. Black or 
African American’s rated 
this item the lowest at 
46.1% (Exhibit 6). 
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Exhibit 6. Level of agreement that ACG makes it easy for 
people from diverse backgrounds to feel accepted by 
race/ethnicity 
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• Additionally, only 57.1% of respondents believe that employees are treated fairly. 
Furthermore, many employees feel as though they are not protected from retaliation for 
whistleblowing (35.9%), have felt there might be negative consequences for reporting unfair 
treatment (33.0%), and believe ACG may engage in favoritism (25.5%). Note that although 
these perceptions were expressed, ACG does have policies in place to protect employees 
from such retaliation.    

• Under 60% of respondents believe ACG is effective at providing a supportive environment 
and creating a strong teamwork culture, sharing information with employees. 

• There were significant differences in responding on survey items by race/ethnicity, gender, 
sexual orientation, age, disability status, supervisory status, and by department.  

• Black or African American, Mixed Race, Hispanic, females, LGBTQIA+, persons with a 
disability, 40+ aged, and non-supervisors had more negative perceptions on many survey 
items compared to other 
respondents. 

• Over one-quarter (26.4%) of 
respondents believe that within 
the last two years an ACG 
official has discriminated 
against someone in a 
personnel action based on 
race, with 10.9% of those 
believing they were personally 
affected and 15.5% believing 
they witnessed discrimination 
but not personally affected. 
Gender (19.0%) and Age 
(17.7%) were the next highest 
characteristic where 
discrimination was believed to 
have been witnessed most. 
(Exhibit 7).5  

• Less than half of respondents believe leaders are held accountable for ensuring employees 
are treated fairly (39.8%), helping their employees to recognize their own biases (44.5%), 
and investigating reports of unfair treatment (46.2%).   

Focus Groups 
• Multiple BIPOC participants feel that it is difficult for them to fit in or that the work 

environment feels isolating due to the lack of diversity in management positions. 
Furthermore, many participants believe their ideas are sometimes attributed to others or not 
taken seriously until they are presented by someone else. Multiple participants feel that they 
are not welcome to speak their opinions and are expected to be complacent with the group.  

 
 
5 Employee perceptions of discrimination referenced in the survey are not claims of illegal discrimination.  

10.9% 7.3% 10.6%

15.5%
10.4% 8.4%

73.6% 82.3% 81.0%

0.0%

20.0%

40.0%

60.0%

80.0%

100.0%

Race Age Gender

Exhibit 7. In the past two years, I have 
observed an ACG official in my work unit 

discriminate in a personnel action:

This Has NOT Occurred
Occured, but not Personally Affected
Occurred and Personally Affected
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• Regarding the general work environment, many Latinx employees feel that there is a notable 
distinction between employees with accents and those without accents, with the employees 
who have stronger accents being treated more 
as outsiders. Many employees perceive a lack 
of psychological safety, in that they do not feel 
comfortable being themselves at work. Some 
perceive a pattern of particularly high 
workloads for Latinx employees, which causes 
a recurring pattern of burnout and turnover. 
For example, some employees believe work 
gets passed off to Latinx employees with no 
repercussions for those doing less work, and 
Latinx employees are expected to take on 
extra work doing translating tasks with no 
reward. 

• Regarding the general work environment, Asian employees mentioned concerns with 
microaggressions, generalizations between all Asians, and assumptions that they are not 
American. 

• Non-supervisory females feel there is a lack of emotional intelligence and self-awareness in 
most departments, which encourages employees to avoid asking for support since it will be 
perceived as a weakness, and people will respond in a competitive manner rather than 
providing assistance. Some participants expressed concerns with microaggressions and 
perceptions of a ‘mansplaining’ culture. However, others feel the culture is supportive and 
improving in terms of the opportunities for women. 

• HRO/ADA focus group participants perceived that harassment and retaliation claims have 
increased in recent years, which they partly attributed to the limited staffing and resources 
within HRO/ADA, which does not allow them to provide the training that is needed in certain 
departments that are experiencing challenges. Community outreach events often happen, 
but some employees believe it would be useful to do more internally (e.g., EEO resource 
refresher trainings, coaching managers on how to handle complaints, ADA and EEO training 
for all new supervisors).  

• Participants in the Disability focus group indicated that they would like to see diversity 
training and awareness initiatives as they relate to persons with disabilities. They feel that 
many employees are ignorant and/or carry misconceptions about disabled individuals and 
that this behavior is well-tolerated. Many participants also expressed a fear of retaliation; this 
was expressed by the participants themselves 
and they also indicated that this sentiment was 
shared by their colleagues.    

• LGBTQIA+ participants, particularly trans and 
non-binary employees, feel that they are often 
misunderstood and misgendered. Participants 
also believe that more training around 
LGBTQIA+ awareness and etiquette would be 
beneficial. There was mention of diversity 
training, focused mainly on race, but it was 
suggested that it be expanded to cover topics 
related to LGBTQIA+ individuals. It was also 
mentioned that diversity in leadership might 
foster a more inclusive environment since it is 

I’ve worked in a few different 
departments within the County, 
and the majority of minorities do 
feel like they work so hard while 
they watch other races advance 
and reap the benefits of their 
work. I still see it today. I know 
the culture of many 
departments, and I know it was 
done to me in some 
departments. It almost feels like 
our work is in vain. 

It felt strange to come on to a 
position at a high level and have 
your peers be very non-diverse. 
The way appointments are 
made and positions are 
recruited for makes me think 
minorities do not have equal 
opportunities. You end up 
appointing someone that’s not a 
minority. When there is a need 
to select, they select who they 
already know and that’s usually 
not a woman or minority. 
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currently mostly white males who are seemingly less inclined to understand and include 
LGBTQIA+ employees unless they were also white male. In addition, participants felt that 
LGBTQIA+ awareness and representation needed to expand beyond internal ACG efforts, 
but also outward facing materials and communications. Lastly, participants believe that 
mentoring programs, that specifically encourage LGBTQIA+ individuals to participate, would 
be valuable.   

• The ELT Cabinet and Director focus groups shared the sentiment that the culture of work is 
demanding and fast-paced with high expectations of personnel at every level. Participants 
also mentioned the desire for more transparency through a diversity dashboard and/or the 
use of more HR tools and metrics. 

• Black non-supervisor employees feel they need to work harder and attain more accolades to 
achieve the same outcomes as their white colleagues. Though they indicated the culture 
may be different depending on the division, there was overall positive feedback regarding the 
culture. Participants also feel that support from supervisors differs substantially, and 
ineffective or unsupportive supervisors can be a barrier to employee growth.  
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Recommendations 
 Equip leaders with training and guidance to reduce 

real and perceived bias in employee lifecycle 
decisions 

 Publicize the Work Being Done to Improve 
Diversity & Inclusion at ACG 

 Continue to promote formal mentoring programs 
that incorporate interracial pairings6. 

 Empower Leadership and Supervisors to Prioritize 
Diversity and Inclusion Efforts7 

 Educate Employees on Recognizing and Reducing 
Unfair Treatment at Work8 

 More consistent supervisor/management training9. 
E.g., consider making the Essential Managerial 
Skills cohort mandatory training for all newly 
hired/promoted supervisors. 

 Reduce real or perceived Threat of Backlash 
Towards Employees Who Report Discrimination or 
Unfair Treatment 

 Continuously strive for an Inclusive Work 
Environments for all Employees    

 Regularly Assess Department Diversity Climate 
through surveys 

 Increase Integrity and Tracking of Employee 
Lifecycle Data and make it available to department 
leadership. Lifecycle Data includes data collected 
on applicants, recruiting, employee selection, 
training participation, and separation/turnover. 

 

 

 

 
 

 

  

 
 
6 Bezrukova, K., Jehn, K. A., & Spell, C. S. (2012). Reviewing diversity training: Where we have been and 
where we should go. Academy of Management Learning & Education, 11(2), 207-227. 
7 Tulshyan, R. (2020). Do Your Employees Know Why You Believe in Diversity? Harvard Business 
Review. June 30, 2020. https://hbr.org/2020/06/do-your-employees-know-why-you-believe-in-
diversity?ab=at_articlepage_relatedarticles_horizontal_slot3 
8 Bezrukova, K., Jehn, K. A., & Spell, C. S. (2012). 
9 Trinidad, Ciara. (2017, May 9). The Diversity and Inclusion Handbook: Part 8: Baking Diversity and 
Inclusion Initiatives into Onboarding. Lever. 60-67. 

 

Mentoring Program: Mentoring 
activities where more senior officials 
can be paired with more junior women 
and minorities can help individuals 
move through the “invisible barrier” 
and advance further in their careers 
(Bezrukova et al, 2012)3. 

Leadership Accountability: Leaders 
should state the reasoning for diversity 
initiatives, understand, acknowledge, 
and explain the existence of an 
uneven playing field for 
underrepresented groups, and show 
that the efforts are a personal priority 
(Tulshyan, 2020)4. 

DEI Training: When diversity and 
inclusion training is mandatory, it 
allows for all employees to have some 
competence in promoting workplace 
diversity and inclusion. However, 
voluntary training may still be impactful 
(Bezrukova et al, 2012)5. 

Supervisor/Management Training: 
Consider leading a manager training to 
ensure managers feel comfortable 
speaking to D&I initiatives at your 
organization. There are a variety of 
leadership trainings available – 
weather it be sensitivity or 
communication training (Trinidad, 
2017)6. 
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APPENDIX A – TRIGGER ANALYSIS DATA SOURCES AND METHODS 
Data Sources 

• FY19-17 Employee Rosters: This was the main dataset to help produce the workforce 
profiles, separations, and promotion trigger analyses. Data was missing disability status. 

• FY19-17 Age: This data was received after the employee roster data and included an 
employee age category. This data was appended to employee rosters using the unique ID 
provided in both datasets. 

• FY 19-17 Applicant Data: There are data inconsistencies found in applicant data. Qualified 
vs. unqualified and hired vs. not hired status was not completely clear. Additionally, hire date 
is questionable due to larger hiring N sizes in applicant data versus the cross walk between 
FY employee rosters. Individuals have hiring dates and a disposition that says employee was 
not hired. ICF is assuming the hire date is accurate, regardless of the inconsistencies. Data 
is missing disability status. 

• FY 19 Salary Data: Data provided for salary was calculated by taking the employees hourly 
rate and multiplying that by 2080 (the number of hours in a full year). There are some 
caveats and considerations. There are permanent employees who do not work 40 hours, 
different pay that applies for different premiums, overtime and holiday hours etc. are not 
factored in. People are separating and being hired during the course of the FY as well.  

Trigger Methodology 

ICF conducted department breakdowns for departments with a sample size larger than 50 (n 
>50). Frequencies were computed for all Arlington data (workforce data, promotions, hiring, 
recruitment, separations, complaints, and performance data). When appropriate, this data was 
further drilled down based on demographic variables of interest (gender, race, age, and tenure).   

Chi Square analyses were conducted where appropriate. This statistical test is used when the type 
of data received is categorical, such as gender, as opposed to continuous or numerical, such as 
age, and when the sample size for each comparative group (n > 5). Chi Square analyses were used 
to find significant differences between two groups (e.g., male vs. female or White vs. Black or African 
American). This statistical procedure compares the two groups’ observed frequencies to examine if 
they are significantly different from expected frequencies (i.e., are the differences between group 
sizes significantly different and not just by chance?). Statistical significance implies that the 
differences are not due to chance alone, but instead may be indicative of other underlying reasons.  

In addition to statistical analysis, 80% rule comparisons were performed on workforce, applicant, 
hiring, and promotion data to identify potential triggers or trends. For workforce, applicant, hiring, and 
promotion comparisons, instances where a given comparison yielded a ratio of 80% or less were 
highlighted. This indicates that the group in question applied, was hired, or was promoted at a rate 
less than 80% of their representation in the relevant comparator group. For separations, the ratio is a 
trigger when the group in question separated at 120% or greater than their representation. These 
indicators point to potential trends or triggers for further research or monitoring. Additionally, 
comparisons to reference groups (i.e., CLF, RCLF, Arlington Population, and ACG Overall) were 
displayed for analyses, where appropriate.  
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APPENDIX B – ACG D&I SURVEY INSTRUMENT 

Arlington County Government Diversity and Inclusion Survey 
Introduction 
Thank you for participating in the Arlington County Government Diversity and Inclusion Survey. 
We appreciate the time and energy you are spending to complete this survey, and we greatly 
value your input. Your feedback will help Arlington County Government understand the diverse 
perspectives and experiences of the employees that make up its workforce and give Arlington 
County Government insight on evaluating its programs, initiatives, and outreach efforts.  This 
survey is part of a larger barrier analysis study that examines critical phases of the employee life 
cycle: recruitment, hiring, training, promotions, and retention.  Results of the study will provide 
the County with action-oriented approaches that encourage inclusive cultures, enhance 
leadership awareness, and support the County’s current efforts in eliminating workforce barriers 
for all County government employees. 
ICF, an independent research firm, is administering and analyzing the survey on behalf of Arlington 
County Government. 
We anticipate this survey will take fewer than 15 minutes for you to complete. Your responses to 
this survey are completely voluntary. You do not need to participate if you do not want to.  

Protecting Your Identity 
Arlington County Government and ICF take your concerns about confidentiality very seriously. We 
want you to be candid in your responses to this survey. Only our survey support contractor will 
have access to completed surveys. 
ICF will only report aggregated results. When reporting results using demographic data (e.g., 
race/ethnicity, department), ICF will take particular care to avoid reporting multiple demographics 
that could pinpoint small groups of people or individuals. 
If you have any questions about this survey, please contact the ICF Survey Team at 
ICFArlingtonTeam@icf.com 
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Understanding Diversity and Inclusion at Arlington County Government. 
This section asks about your general perceptions of diversity and inclusion 
where you work. Please indicate how much you agree or disagree with the 
following statements. 

1. Arlington County Government values employees with varied 
backgrounds and experiences. 

2. Arlington County Government invests in employee resources 
that align with our stated organizational values.   

3. Arlington County Government recruits a diverse pool of 
applicants for job vacancies. 

4. Arlington County Government policies promote 
fair treatment of employees regardless of their 
different characteristics (e.g., gender, race, 
disability status, sexual orientation, etc.). 

5. I support Arlington County Government’s efforts to achieve 
workforce diversity and inclusion through monthly 
commemorative observances (e.g. African American 
History Month, Women’s History Month, LGBT Pride 
Month, etc.). 

6. Arlington County Government makes it easy for people 
from diverse backgrounds to feel accepted in the 
workplace. 

7. Arlington County Government employees actively 
include coworkers with different backgrounds in 
workplace tasks. 

8. I would like to see more diversity and inclusion 
programs and initiatives at Arlington County 
Government. 

9. I would characterize Arlington County Government as an 
inclusive organization. 

10. I see diversity represented at all levels of Arlington County 
Government. 

11. At Arlington County Government, a person can celebrate 
their cultural identity and still be successful. 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or Does 

Not Apply 
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Climate and Fairness 
This section asks about your perceptions of your work environment and the degree to which you 
feel it is fair and inclusive.  Please indicate how much you agree or disagree with the following 
statements.  

1. I am treated with respect at work. 

2. I am not afraid to go to bat for the rights of others at 
work. 

3. Arlington County Government treats employees fairly. 

4. Arlington County Government protects employees against 
retaliation for whistleblowing. 

5. Arlington County Government does not engage in 
favoritism. 

6. I have felt there might be negative consequences for me 
if I reported unfair treatment at work. 

7. Arlington County Government’s work environment is free of 
hostility and intimidation. 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or Does 

Not Apply 
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Fairness  
This section asks about your perceptions of your work environment and the degree to which you 
feel it is fair and inclusive. 

Please indicate how much you agree or disagree with the 

following statements.  

1. Employees at Arlington County Government are treated fairly 
regardless of age 

2. Employees at Arlington County Government are treated fairly 
regardless of gender 

3. Employees at Arlington County Government are treated fairly 
regardless of disability 

4. Employees at Arlington County Government are treated fairly 
regardless of ethnic background 

5. Employees at Arlington County Government are treated fairly 
regardless of nationality 

6. Employees at Arlington County Government are treated fairly 
regardless of perceived socioeconomic status 

7. Employees at Arlington County Government are treated fairly 
regardless of race 

8. Employees at Arlington County Government are treated fairly 
regardless of sexual orientation 

9. Employees at Arlington County Government are treated fairly 
regardless of religion 

 Strongly Agree 
 Agree 
 Neither Agree 

nor Disagree 
 Disagree 
 Strongly 

Disagree 
 Do not Know or 

Does Not Apply 

 

10. In terms of diversity, the general climate at Arlington County 
Government is  
 Inclusive 
 Neither inclusive nor exclusionary  
 Exclusionary 
 Not important to me 

 

11. At Arlington County Government, in the past year, I have witnessed insulting or 
disparaging remarks or behaviors regarding an employee’s: (check all that apply) 
 Age  
 Gender 
 Disability 
 Ethnic background 
 Nationality 
 Perceived socioeconomic status 
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 Race 
 Sexual orientation 
 Religion 
 I have not witnessed any such remarks or behavior 
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How would you rate the overall effectiveness of Arlington County Government in: 

1. Fostering mutual trust and respect in the workplace 

2. Promoting professional growth for employees 

3. Providing a supportive environment for every employee 

4. Sharing information with employees so they can do their best 
work 

5. Creating a strong teamwork culture 

6. Valuing individual contributions 

7. Educating employees on how diversity and inclusion fosters 
innovation 

 Effective 
 Somewhat Effective 
 Neither Effective nor 

Ineffective 
 Somewhat Ineffective 
 Ineffective 
 Do not Know or Does Not 

Apply 

 

 

Personal Feelings and Experiences Regarding Diversity 
This section asks about your unique feelings and experiences regarding diversity at Arlington 
County Government. Please indicate how much you agree or disagree with the following 
statements. 

 
 

1. I am confident in my ability to work with individuals 
from different backgrounds and cultures than my own. 

2. I believe that employee diversity is important to 
Arlington County Government’s success. 

3. I have felt that my coworkers did not accept 
differences in my personal characteristics. 

4. My workplace is accepting of employees. 

5. I feel comfortable disclosing my sexual orientation at 
work. 

6. I am sometimes excluded from social interactions that 
might help my career. 

7. I support Arlington County Government’s diversity 
efforts. 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or Does Not 

Apply 
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8. At Arlington County Government, I feel that I have experienced personally: (check all that apply)  
 Being ignored 
 Bias 
 Discrimination 
 Exclusion 
 None of the above 

 

 

I have felt uncomfortable or out of place at work because of my 

Race Ethnicity 
Culture 
Gender 
Educational background 
Language 
Religion  
Sexual orientation Age 
Disability Socioeconomic 
status 
Other personal characteristics 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or 

Does Not Apply 
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Arlington County Government Leadership 
This section asks your perspectives on the role of Arlington County Government leadership 
in managing diversity in the workplace. Please indicate how much you agree or disagree 
with the following statements. 
 

Generally, supervisors and managers here: 

1. Value having employees with diverse views 

2. Help employees to recognize biases that foster 
workplace discrimination or exclusion 

3. Investigate reports of unfair treatment 

4. Are held accountable for ensuring that 
employees are treated fairly 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or Does 

Not Apply 

 
 

1. My supervisor provides constructive feedback on 
my job performance. 

2. My supervisor respects diversity. 

3. My supervisor encourages me to participate in training. 

4. In the past year, I have heard my leaders speak 
positively about diversity. 

5. Leaders in my work unit care about what happens to 
their employees. 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or Does 

Not Apply 

 
 
In the past two years, I have observed an Arlington County Government official (e.g., supervisor, 
manager, senior leader, team leader) in my work unit discriminate in favor of or against someone in a 
personnel action: 

based upon race 
based upon age 
based upon 
religion based 
upon gender 
based upon 
disability 
based upon sexual orientation 

 This has NOT occurred in my work unit 
 This has occurred in my unit, but I was not 

personally affected 
 This has occurred in my unit, and I was 

personally affected by this 
 Do not Know 
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Rewards and Development 
This section asks your perspectives on rewards and employee 
development at Arlington County Government. Please indicate how much 
you agree or disagree with the following statements. 
 

Rewards 

1. Recognition and rewards are based on performance in 
my work unit. 

2. I am satisfied with the recognition and rewards I 
receive for my work. 

3. I believe recognition and rewards are distributed fairly 
and equitably. 

4. The Arlington County Government promotion process 
is fair and equitable. 

5. I can succeed at Arlington County Government. 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or 

Does Not Apply 

 
 

Development 

1. I am given a real opportunity to improve my skills at 
Arlington County Government. 

2. I feel highly motivated about my work. 

3. Arlington County Government provides 
employees with opportunities for growth and 
development. 

4. I have access to senior staff/local management 
who mentor me on my career development. 

5. Arlington County Government provides professional 
development opportunities that positively impact my 
career. 

6. I am provided opportunities to cross-train or go on 
details. 

7. I am aware of the training opportunities available to 
me. 

8. Arlington County Government’s process for 
determining who is selected to receive training and 
development opportunities is fair. 

9. Mentoring is readily available to those who want it. 

 Strongly Agree 
 Agree 
 Neither Agree nor 

Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or 

Does Not Apply 
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Diversity and Inclusion Office and Policies 

For each of the following statements, please indicate how much you agree or disagree. 

1. I know who to contact if I have an EEO, 
diversity, or inclusion issue at Arlington 
County Government. 

2. I know who to contact if I need reasonable 
accommodations. 

3. It is clear who to contact if I think I am 
experiencing discrimination. 

4. Arlington County Government takes steps to 
prohibit all forms of discrimination. 

5. Arlington County Government takes steps to 
rectify or resolve all forms of discrimination. 

6. Arlington County Government has policies and 
procedures in place that make it easy for 
employees to request reasonable 
accommodations. 

________________________________ 

7. The office to file a complaint of discrimination, 
harassment, or retaliation is: 

a. Human Resources Department 

b. Office of Human Rights 

c. Any Department 

d. County Attorney’s Office  

e. Other _________________ 

8. The last time I completed EEO training on 
harassment, discrimination, and retaliation was: 

a. When I first joined the County 

b. Within the last 2 years 

c. 2 to 5 years ago 

d. More than 5 years ago 

e. I do not recall completing any training on 
these topics 

 Strongly Agree 
 Agree 
 Neither Agree nor Disagree 
 Disagree 
 Strongly Disagree 
 Do not Know or Does Not Apply 
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About You 
We are collecting demographic information to increase the likelihood that the data collected will be 
representative of Arlington County Government employees. Remember that we would never use this 
information to identify any one employee. Your responses will remain confidential. Responding to 
these questions is voluntary. 

1. Are you Hispanic or Latina/Latino/Latinx? 
A person of Cuban, Mexican, Puerto Rican, South or Central American, or other Spanish 
culture or origin regardless of race. 

 Yes 
 No 

2. What is your race? 
 Asian: A person having origins in any of the original peoples of the Far East, Southeast 

Asia, or the Indian Subcontinent including, for example, Cambodia, China, India, Japan, 
Korea, Malaysia, Pakistan, the Philippine Islands, Thailand, or Vietnam. 

 Native Hawaiian or Other Pacific Islander: A person having origins in any of the original 
peoples of Hawaii, Guam, Samoa, or other Pacific Islands. 

 American Indian or Alaska Native: A person having origins in any of the original peoples of 
North or South America (including Central America), and who maintain tribal affiliation or 
community attachment. 

 Black or African American: A person having origins in any of the black racial groups in 
Africa. 

 White: A person having origins in any of the original peoples of Europe, the Middle East, or 
North Africa. 

 More than 1 race, please list: _________ 

3. What is your gender/how do you identify?  
 Man 
 Woman 
 Non-binary 

4. Are you a transgender person? 
 Yes 
 No 
 I prefer not to say 

5. What is your sexual orientation? 
 Bisexual 
 Gay or lesbian 
 Heterosexual or straight 
 I prefer to self-describe _______ 
 I prefer not to say 

6. How old are you? 
 Under 30 years old 
 30–39 
 40–49 
 50–59 
 60 or over 
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7. Are you a person with a disability?  
 Yes 
 No 
8. Do you have Veteran   status?  
 Yes – Disabled Veteran 
 Yes – Veteran, not disabled 
 No 

9. How long have you been an Arlington County Government employee?  
 Less than 2 years 
 2-3 years 
 3-5 years 
 5-10 years 
 10-15 years 
 More than 15 years 

10. In which department do you work?  
 Arlington Economic Development (AED) 
 County Manager's Office (CMO) 
 Commissioner of Revenue (COR) 
 Community Planning, Housing & Development (CPHD) 
 Environmental Services (DES) 
 Human Services (DHS) 
 Management & Finance (DMF) 
 Parks & Recreation (DPR) 
 Technology Services (DTS) 
 Fire Department (FIR) 
 Human Resources (HRD) 
 Juvenile & Domestic Relations Court (JDRC) 
 Libraries (LIB) 
 Police Department (POL) 
 Public Safety Communications and Emergency Management (PSCE) 
 Sheriff (SRF) 
 Treasurer (TRS)  
 Other __________ 

 

11. Supervisory Status 
Are you a formal supervisor, manager, or executive?  

 Yes 
 No 

 
Thank you for your time and responses. We appreciate your 

honest feedback. Please click “Submit Survey” to complete the 

survey. 
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APPENDIX C – FOCUS GROUP SUMMARIES BY DEMOGRAPHIC GROUP 
BIPOC (supervisors)  
Many of the BIPOC supervisors voiced concerns about the overall work environment. For example, 
multiple participants feel that it is difficult to fit in or that it feels isolating due to the lack of diversity in 
management positions. Furthermore, employees feel that this can lead to frustrating experiences, 
such as ideas being attributed to others or not being taken seriously until they are presented by 
someone else. Multiple participants felt that they are not welcome to speak their opinion and are 
expected to be complacent with the group. 
Favoritism was frequently voiced as a concern. For example, there is a perception that staff are 
identified for developmental opportunities before the application process even begins, that people 
are ‘groomed’ for positions, the one employee will get rewarded and another will be reprimanded for 
doing the same thing, and that promotions are relationship-based. This favoritism is perceived as 
one of the contributing factors to the lack of diversity in leadership. In other divisions, however, 
participants noted that leadership is seemingly more diverse, and favoritism is not a concern.  
Several concerns were expressed related to hiring. For example, many believe that the candidate 
pool has too few minorities, that relationships play too strong a role (e.g., hiring friends/relatives), 
lack of diversity on hiring panels, lack of diversity in those sent to recruiting events, and too much 
influence from the hiring manager. Encouraging diverse panels including adding members from 
outside the department was recommended as a beneficial practice.  
In regard to pay and performance issues, participants feel that the performance review process can 
be unclear, that pay for performance and reviews are not consistently, and that certain components 
of the review are not beneficial. Some participants indicated that they are paid less than their white 
counterparts, even when they have more experience than these peers.  

Participants had participated in several beneficial workshops and trainings related to unconscious 
bias and microaggressions, which they believe helped them be more open minded and spark useful 
conversations.  

Latinx (non-supervisor)  
Regarding the general work environment, participants feel that there is a notable distinction in 
treatment between employees with accents and those without accents, with the employees who 
have stronger accents being treated more as outsiders. Many employees reported feeling a lack of 
psychological safety, in that they do not feel comfortable being themselves at work. Some perceive a 
pattern of particularly high workloads for Latinx employees, which causes a recurring pattern of 
burnout and turnover. For example, some believe that work gets passed off to Latinx employees with 
no repercussions for those doing less work, and Latinx employees are expected to take on extra 
work doing translating tasks with no reward. 
Several challenges were noted regarding advancement. Participants believe there is a ‘good ol’ boys 
network’ that favors promoting those who look and sound similar to current leaders, and feel that the 
current lack of diversity in leadership can  be a demotivating factor that discourages growth. Other 
concerns included that Latinx employees are seemingly not provided with support for their career 
growth and need to work harder to prove themselves. 
Regarding hiring, participants believe that certain universities have a “wow factor” but Latinx 
applicants are less likely to come from those schools. One suggestion for hiring was to use a blind 
resume process where applicant names and addresses are removed to allow for more neutrality in 
the process. 
Participants noted that there is seemingly significant variation in supervisors, with some providing 
strong support and others being generally unsupportive. Many believe that more training for 
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supervisors is needed to provide more consistency. Employees also feel that it can also be difficult 
to be noticed by higher level leadership even as a strong performer, and leaders need to be more 
open to widening the leadership pool to those with different backgrounds. When there are concerns 
about leadership, employees reported feeling reluctant to speak out due to fear of retaliation.  
Participants indicated that people of color, especially those who are immigrants, are seemingly paid 
less. For example, one participant noted being consistently offered below the County’s salary range 
when given a promotion, being told that they qualify for the job but not for the pay. 
While online training offerings may appear to have equal access on the surface, there may not 
necessarily be equal support from supervisors (e.g., only informing select employees, failing to 
approve training requests). In one example, an employee wished to take a training on how to work 
with their supervisor more effectively; however, the supervisor refused to approve the training. 
Similarly, training may be less accessible to those who speak English as a second language and for 
the Latinx employees with heavier workloads who cannot take the time for training.  

Asian (non-supervisor)  
Regarding general work environment, Asian employees mentioned concerns with microaggressions, 
generalizations between all Asians, and assumptions that they are not American. Lack of support 
from supervisors and leadership was a major concern mentioned by multiple participants, though 
others believed their supervisors were supportive of their development.  

In terms of support for career advancement, participants reported similar feelings of inconsistency, in 
that some supervisors provide mentorship and guidance while others provide no support for 
employee growth. Additionally, there were concerns that limiting certain positions and advancement 
opportunities to internal employees results in limited diversity due to the lack of diversity within that 
pool of employees.  
Participants suggested doing more outreach to recruit diverse applicants and to make interview 
panels more diverse. In general, participants felt positively towards opportunities for training and 
development, suggesting they have not had problems getting training approved, that management 
consistently asks about interest in taking diversity-related training, and that their unit has a strong 
focus on trainings related to improving equity and reducing bias. 
Women (supervisor)  
Regarding the overall work environment,  many employees feel there is a lack of emotional 
intelligence and self-awareness in most departments, which encourages employees to avoid asking 
for support since it will be perceived as a weakness, and people will respond in a competitive 
manner rather than providing assistance. Some participants perceive there to be a prevalence of 
microaggressions and a ‘mansplaining’ culture within their departments. However, others feel the 
culture to be supportive and improving in terms of the opportunities for women. 
When there are barriers to advancement within an employee’s department (e.g., due to a lack of 
openings), many feel that skillsets are often not transferable elsewhere in the County so it limits the 
opportunity to move to lateral positions that may have more growth potential. Participants also feel 
that those who do not use the civil leave program are provided with more growth opportunities, 
which disproportionately impacts women and people of color. Additionally, in departments that have 
a female majority, men are seemingly held to lower performance standards. 
In terms of hiring, many believe that there are no clear rules about who should serve on hiring 
panels or how interviews should be conducted. Many supervisors believe that better data is needed 
to ensure the diversity of applicants, and those involved in the hiring process should be trained on 
how to view applications through a lens of diversity and inclusion and to consider potential 
substitutions for experience that may be more inclusive of those from different backgrounds. When 
onboarding new employees, many feel it is important for HR to be flexible with salary negotiations, 
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avoid focusing on past pay (which may have been inequitable for women and people of color), and 
offer incentives such as hiring bonuses and higher leave accruals. 
Women (non-supervisor)  
Regarding the overall work environment, participants believe there is variation between 
departments, with some being more supportive and others feeling more hostile. In some cases, 
participants believe that diversity in gender has improved in recent years, which has had a beneficial 
effect. Other participants perceive there to be differences in how women and men are treated; for 
example, a woman receiving feedback that she is too direct in her communication style. Retaliation 
was also noted as a general concern. 
Women voiced numerous concerns with advancement. Many feel that there are limited opportunities 
in general, with few positions at the next level, no career ladders, limited transferability of skillsets 
between different types of positions, and lack of access to skill requirements needed at the next level 
(e.g., no opportunity to learn required supervisory skills). In some cases, women feel that they were 
limited after having children, with their responsibilities being “stripped away”. The civil leave program 
is perceived as holding women and minorities back. Even in departments where women are the 
majority, participants noted that men seemingly hold a disproportionate amount of leadership 
positions. In terms of positive development experiences, women feel that they had beneficial 
experiences with mentoring.  

Women had some concerns related to the pandemic. For example, one woman without children 
reported feeling like she is asked to take on greater responsibilities but is not appreciated for it. 
Another noted that without civil leave she will have to take a pay cut to be able to care for her child. 
Beyond the pandemic, many participants believe that men and women are treated differently when 
children are in the picture. Many also believe that parental leave is an area that needs significant 
improvement.  
Perceptions regarding salary were mixed, with some feeling that pay is generally fair with the high 
degree of standardization that occurs, while others believing there are inequities, particularly for 
those who had low salaries at their previous position, which in turn influenced their pay when they 
began at ACG and now they are not able to catch up to the salaries of others. Another concern is the 
cost of living in the area. 
Participants had some positive beliefs regarding training and development, such as the sentiment 
that supervisors are supportive of training and strong developmental opportunities, particularly for 
women and minorities. However, the majority of sentiments were negative, such as difficulty gaining 
the multiple levels of approval needed for aspiring supervisor training, a lack of training for more 
complex/advanced skills, difficulty gaining approval for trainings outside of the County, and a 
subjective process for the selection of training opportunities.  

HRO/ADA 
Participants noted concerns about stigmas associated with obtaining accommodations (e.g., people 
questioning whether they are really needed or fair). Additionally, there is seemingly widespread 
variation in providing accommodations across departments.  Participants feel as though there is 
pushback from departments on accommodations that are reasonable. One of the common 
complains is the cost of the accommodation, but implementing a centralized budget could potentially 
help with this. 

Harassment and retaliation claims have increased in recent years, which may be partly attributed to 
the limited staffing and resources within HRO/ADA, which does not allow them to provide the training 
that is needed in certain departments that are experiencing challenges. Community outreach events 
often happen, but many believe it would be useful to do more internally (e.g., EEO resource 
refresher trainings, coaching managers on how to handle complaints, and ADA and EEO training for 
all new supervisors). Overall, participants believe that the limited number of personnel is one of their 
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biggest challenges, which does not allow them to devote the amount of time they want to on training, 
consultation, and working with departments. Despite these resource constraints, recent 
improvements include more broad training, implementing a Teams resources page, and an ADA 
group with monthly meetings.  
Other concerns that were mentioned include the general lack of diversity in leadership across the 
County, and that HR is not tracking or inquiring about disability status across the workforce. 
Additionally, HRO/ADA is not involved in affirmative action planning. but participants feel keeping 
them apprised of the process and findings would be beneficial. 

HR Specialist 
During the HR Specialist focus group, participants felt that a decentralized HR contributes to many 
inconsistencies (to include data management) across departments. They also feel that HR Liaisons 
are not held accountable to disseminate consistent communications and ensure they are being 
upheld. With regard to leadership, they felt that there is a lack of diversity from supervisory up to 
ELT, and that leadership, in general, is not held accountable for diversity and inclusion efforts. In 
addition, there is a perception that hiring panels are rarely diverse and there are no standards for 
interviewing candidates and ensuring panel members’ views are heard. As such, they would like to 
see better performance management and accountability from front-line managers. Participants also 
mentioned feeling like new positions are not always competitive, especially leadership ones; they 
may be advertised as competitive but there is usually already a candidate in mind. There is a belief 
that the referral process may impact this, as well.  There is also a perception that training 
opportunities do not effectively reach personnel, rather people are oftentimes elected by their 
supervisors to participate which is subjective. Lastly, participants feel that lateral or vertical 
movement across ACG does not normally happen since departments are siloed and it is difficult to 
see how skills are transferable laterally. Note that although HR specialists were concerned with the 
lack of diversity on hiring panels, ACG did recently implement guidelines for hiring managers on the 
importance of diverse hiring panels and steps to ensure that hiring panels are diverse. The new 
guidance provides instructions on the minimum criteria for diversity on an interview panel, which is a 
panel that includes both gender and racial/ethnic diversity. Although the County has been tracking 
this data on diverse panels since 2017, it appears that information about this change has not yet 
reached all HR specialists and hiring managers throughout the County.   
Disability 
With regard to the work environment, participants in the Disability focus group indicated that they 
would like to see diversity training and awareness initiatives as they relate to persons with 
disabilities. It was recommended that training include awareness and etiquette about large people 
and invisible disabilities. They feel that many employees are ignorant and/or carry misconceptions 
about disabled individuals and that this behavior is well-tolerated, consequently making those with 
disabilities feel uncomfortable. In addition, it was suggested that training be conducted using various 
methods and accommodate various learning styles, not just via a dull slide deck.  
With regard to leadership support and advancement, participants feel that their leadership is 
generally supportive of their goals and of people with disabilities, though this varies significantly 
depending on the unit. It was suggested that ACG could improve pay with promotions; participants 
expressed the belief that raises are not often commensurate with the promotion that is received and 
associated duties. It was also shared that better compensation could improve participants’ 
commitment to ACG.  
Disability participants believed that there are high expectations and demanding workload that 
contributes to work-related stress and pressure to perform. As such, work-life balance came up as 
an issue for many.  
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When asked about improvements to reasonable accommodations, an individual believes the 
process was simple since his/her manager completed it, but that the FMLA process is burdensome. 
Another participant agreed.  
There was consensus around the fear of retaliation; this was expressed by the participants 
themselves and they also indicated that this sentiment was shared by their colleagues.  

 

LGBTQIA (non-supervisor) 
When asked about the work environment and culture, LGBTQIA+ participants, particularly trans and 
non-binary employees, reported feeling misunderstood and misgendered. Participants also 
expressed the belief that more training around LGBTQIA+ awareness and etiquette would be 
beneficial and recommended that it cover the use of pronouns and sensitivity around gender 
identification. LIB is a department that is perceived to be doing well in this area.  
There was mention of diversity training, focused mainly on race, but it was recommended that it be 
expanded to include topics related to LGBTQIA+ individuals. It was also mentioned that diversity in 
leadership might foster a more inclusive environment since it is currently mostly white males who are 
seemingly less inclined to understand and include LGBTQIA+ employees unless they were also 
white males. In addition, participants felt that LGBTQIA+ awareness and representation needed to 
expand beyond internal ACG efforts, but also outward facing materials and communications.  

It was recommended that the diversity survey by Project Peace (which was started by ACG) also be 
used by ACG.  
With regard to Training and Development, participants generally felt they have equal access to 
training, but that more time should be given to training and more resources should be available. 
Participants also feel that a mentoring program that included LGBTQIA+ individuals would be 
valuable, and not just white cis male members of the LGBTQIA+ community.  
Members of this focus group feel their job is rewarding and enjoy their work and serving the 
community. However, they would like to see more diversity at higher staff levels, opportunities for 
growth, and better pay. When discussing general improvements, one member stated that the 
requirement for a criminal background check and finger printing may lead to adverse impact. 
Individuals also stated that they had to share previous pay stubs, which they believe limits salary 
negotiations and perpetuates existing pay disparities.   
ELT (directors) 
During this focus group, participants indicated that they feel stretched thin and underappreciated. 
With regard to promotions of minority groups, ELT Directors feel that it is likely an issue and that 
recruiting and hiring practices need corrected. In addition, some indicated that without access to 
workforce data (to include demographic information), disparities are difficult to track and correct.  
Regarding steps other leaders have taken to promote fairness and equity, participants feel that HRD 
has successfully created cohorts to receive training and professional development opportunities but 
that individual development plans would be beneficial as well. It was also recommended that hiring 
panels be more diversified and outreach to more diverse applicant pools should be performed. 

The question of whether or not promotion occurs internally received a variety of answers. Some 
participants feel that the organization is so flat, and there are so few leadership roles, that people do 
not have the opportunity to advance. Some employees also feel that persons of color who may be 
eligible for a promotion are not often participating in promotional tests, which is a concern. 
Participants also said they desire more training and guidance around diverse selection and 
interviewing to increase the diversity of the ACG workforce. They would also like to see more 
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diversity in applicant pools through recruitment efforts that cast a wider net to varied candidate 
sources, and a more concerted and deliberate effort at outreach.  
Directors stated the desire for more transparency through a diversity dashboard and/or the use of 
more HR tools and metrics. Participants also believe that a centralized resource hub for hiring 
managers would be very beneficial, where managers could access training resources and other best 
practices around interviewing and hiring.  

Black (non-supervisor) 
When asked if the work environment or culture feels any different for Black employees than those of 
other races, Black employees responded that they feel they need to work harder and attain more 
accolades to achieve the same outcomes as their white colleagues. They also feel white employees 
get the benefit of the doubt more often than not, where ethnic minorities have to work harder to 
prove themselves.  
Regarding advancement, focus group participants share a concern for the ability to advance in one’s 
career as a person of color, especially since they believe Black employees advance at a slower rate. 
It was mentioned that supervisors hold too much power and discretion when it comes to who 
advances and who does not and there does not appear to be any accountability or entity that can 
challenge a supervisor’s decision. Some participants reported that they were with the County for 
over 15 years before receiving a promotion while witnessing White employees advancing at a much 
faster rate. Suggestions for improvement by participants include establishing policies that hold 
supervisors and hiring managers accountable and diversifying leadership to better represent the 
community. In addition, structured career paths or ladders were recommended.  

Black focus group participants do not feel access to training is an issue, but that there is not much 
incentive to attend trainings as they do not assist with career growth or matter in the performance 
evaluation process.  
On the topic of whether salary is aligned with employee performance, feel that supervisors hold too 
much power when it comes to determining pay and that it is often a subjective process—
performance evaluations do not carry much weight nor are there any uniform standards for rating 
people.  
Participants also indicated that support from supervisors seemingly differs substantially, and 
ineffective or unsupportive supervisors can be a barrier to employee growth. Supervisors seemingly 
have a lot of power and influence over who advances and receives opportunities at ACG, and that is 
a concern. Participants also felt that there are not many resources or courses of action one can take 
if they do have concerns with a supervisor.  
ELT (cabinet) 
ELT Cabinet participants believe that women are well represented in the ELT cabinet, but other 
minorities are not. There is also a shared sentiment that the culture of work is demanding and fast-
paced with high expectations of personnel at every level.  
When asked if the work environment feels any different for women and ethnic minorities than it does 
for others, several women reported feeling as though  it does feel different for them (depending 
where they are in the organization), especially minority women. Some women felt that work-life 
balance is difficult, and the environment is not conducive to women with families.  
Regarding the promotion of minority groups, participants believe that interview panels are often not 
diverse enough or exhaust the same group of individuals, and that there is not a process to ensure 
diverse panels are being used. In addition, it was suggested that there is too much discretion given 
to supervisors who may also hold biases or already have a particular candidate in mind.  
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Participants also believe that the hiring process does not cultivate diversity since panels are not 
often diverse and tend to select the same individuals to participate on them. Recommendations were 
provided to include uniform guidance to all departments on hiring procedures and more training on 
interviewing for promotions and hires. In addition, it was suggested that the entire pipeline needs 
addressed, from applicant pools to promotion and advancement, it is just not that diverse and 
inclusive. Participants also expressed the belief that more work around performance management 
and talent cultivation is necessary. 
When asked about some positions requiring ‘unreasonable criteria’, participants feel that oftentimes 
employees can learn as they go and a degree is not important, though that is certainly not always 
the case. It was suggested ACG should consider revisiting which skills are required to do a job and 
whether they can be obtained on the job.  
When asked which policies they feel should be improved, participants mentioned addressing the 
pace and demands of the work and improving talent management. Participants also expressed the 
desire for more uniform guidance and resources for supervisors regarding hiring, promotion, 
selection and professional development.  
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APPENDIX D – SAMPLE FOCUS GROUP PROTOCOL 
Introduction and Purpose 

Welcome and thank you for participating in this focus group.  My name is [facilitator name]. I work for 
ICF, an international consulting firm that has been contracted by Arlington County Government to 
conduct a Barrier Analysis, to proactively identify any possible disparities in equal employment 
opportunities. We also have my colleague [recorder name], who will be taking notes during our 
discussion so that we are able to capture your thoughts and experiences. 
The purpose of this focus group is to identify any challenges and barriers in recruitment, hiring, 
training and development, promotions, and retention, and to discuss opportunities for growth and 
improvement regarding diversity, equity, and inclusion at Arlington County Government.  
A bit more information about me…. (briefly state your education, what you do at ICF or anything else 
to make them comfortable) 

Ground Rules 
Given the short timeframe we have to collect a large amount of data today, I ask that you follow 
some simple ground rules to help keep us all on track.  

 Please mute your phones when not speaking. 
 Keep each comment or example to under 2 minutes. State your answer as concisely as 

possible so that we have time to hear from multiple people on each question.  
 Be respectful of others’ opinions; there are no right or wrong answers since all answers are 

based on personal experience or opinions. 
 Please do not interrupt one another. One person should speak at a time. This is important so 

we can capture each of your thoughts in our notes. 
 Please stay on topic. Please provide answers that are relevant to the question asked.  
 Be understanding of the facilitator’s role. At times, I may need to interrupt someone to move 

to a new question or to allow another participant to speak.  
 Your participation in this session is completely voluntary. You are not required to stay or to 

provide input on any topics you do not wish to discuss. 
 Please feel free to speak openly. Your name will not be associated with anything you say here 

today as responses will be kept in the strictest confidence.  We also ask that you maintain 
confidentiality among yourselves and not talk about anything discussed today with others outside of 
this room. 

Any questions before we get started? If not, then let’s proceed.  

 

Women Employees Protocol 

Culture and Work Environment 
1. How would you describe your work environment?  You can use words like supportive, 

welcoming, friendly, hostile, competitive, etc.   
2. Do you think the work culture or work environment feels any different for women than it does 

for men?  How so? 
3. Do you feel included in activities either professionally or socially at work? 

Advancement 
1. Can you share any examples of how you’ve been supported in your career advancement?   
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2. Would you say that women advance at a similar rate as men?  What have you observed?  
Do you think that women are promoted fairly? 

3. (Based on above answers) Why do you think career advancement might be limited for 
women? 

a. Of all those ideas suggested, which do you think is the most significant barrier to 
advancement? 

4. For each of the career development initiatives I list, mention if you think it would contribute to 
the career advancement of women and if you would be willing to participate, if given the 
opportunity.  Explain your answers: 

a. Mentoring Program 
b. Leadership Development Training 
c. Technical Skills Training 
d. Job Rotation 
e. Other? 

5. What could Arlington do to improve opportunities for career advancement for women.  
Please also share any programs or strategies you have observed at other organizations.  

Training and Development 
1. Do you think women have as much access to training opportunities as men?  Explain and 

provide examples.   
2. (based on responses) What can Arlington do to ensure that women have the same access to 

training opportunities as men? 
3. What can you tell me about how employees are selected to receive training that may 

advance their careers?  
a. Are employees sometime nominated to receive training?  If so, how does it work and 

is the process clear and transparent to all? 
4. Do you feel like your skills and abilities are being fully utilized at work?  If not, why do you 

think your skills and abilities might not be fully used? 

Salary 
1. Do you feel that salaries are fairly distributed and aligned with employee performance?  

Explain why or why not. 
2. Do you feel that men and women with similar educational backgrounds, years of experience, 

history of performance, etc. are being compensated the same? 

Leadership 
1. Would you say that your leadership is supportive of your career goals?  Why, why not?  
2. Do you see women represented in leadership in your departments?  Do you have women 

leaders that you work with?  Explain.  
3. Only ask if time permits: 

a. Do you feel comfortable speaking with your supervisor about your career goals?  
Why, why not? 

b. Do you believe that your supervisor wants to see you successfully advance in your 
career? Explain. 

c. Does your supervisor mentor you?  How so? 
d. Do you trust your leadership to treat women fairly? Explain.  

Tenure/turnover 
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1. What are some of the things that keep you at your job at Arlington – the things that you like 
or that motivate you? 

2. What don’t you like about your job at Arlington County? 
3. What are some things that Arlington could do to improve your commitment and likelihood of 

staying? 

General Improvements 
1. Are there any HR policies that seem to hinder or prevent the promotion of diversity, equity, 

and inclusion? 
2. What are some general steps you would like to see in order to improve diversity, equity, and 

inclusion at work? 
3. Are there any other thoughts you would like to share related to how you are treated at work 

by your colleagues or supervisor?
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