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Introduction
This Kent County Levy Court’s Diversity and Inclusion (D&I) Strategic Plan provides an
actionable roadmap to implementing Recommendations from the D&I Assessment.
While there are correlations between the Recommendations and roadmap outlined in
this document, this plan is intended to stand on its own as the longer term plan for D&I
at KCLC.

D&I Assessment and Strategic Plan Process Summary
Findings

Recommendations

Diversity Strategy

• The current state of
systems, practices and
behaviors and the
barriers they present
to further D&I at KCLC

• What KCLC should
consider as it
addresses the Findings

• Implementation and
mastery of the
recommendations for
long term impact
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Mission Case for D&I at KCLC
In order to grow with and serve the increasingly diverse County residents and
stakeholders, a broad prospective, both in terms of understanding the diverse
residents/stakeholders and in working through challenges and opportunities, must be
leveraged. To be successful in this task, KCLC must attract, develop and retain a
diverse workforce, as well as, enable all KCLC employees to bring their broad spectrum
of experiences and backgrounds to achieving its mission.
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e d u c a t i o n
D & I

Build a culture of inclusion

• Strategy 1 – Build a D&I Implementation and Accountability Team
• Strategy 2 – Enhance internal employee KCLC communications to demonstrate greater
commitment to inclusion
• Strategy 3 – Enhance D&I Training
• Strategy 4 – Facilitate on-going D&I discussions to assess progress and maintain feedback
loop

c r e d i b l e

• Strategy 1 – Develop D&I organizational goals that cascade to leadership as the way to improve
accountability and inclusion
• Strategy 2 – Hold staff accountable to the D&I strategy, goals, and measurements
• Strategy 3 – Strengthen D&I awareness and expertise among all leaders through learning opportunities
• Strategy 4 - Improve Performance Management and Annual Assessment Tool
• Strategy 5 - Capture and track employee feedback and engagement

&

Enhance commitment and
accountability to advance
diversity and inclusion

D&I Capacity

Improve diverse talent pipelines,
sourcing and technologies to
support the employee lifecycle

• Strategy 1 – Improve KCLC’s reputation as an employer of choice for diverse talent
• Strategy 2 – Enhance diversity recruiting through strategic partnerships
• Strategy 3 – Improve applicant tracking process and tools
• Strategy 4 – Enhance the interview and testing process
• Strategy 5 – Review and update online and print media to include language that demonstrates KCLC’s
commitment to D&I as a workforce, workplace and marketplace enabler
• Strategy 6 – Incorporate succession planning for key roles

R e g u l a r

c o m m u n i c a t i o n
t r a n s p a r e n t
&
C l e a r

Communication

Diversity & Inclusion Goals & Strategies
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Improve KCLC’s Reputation As An Employer of Choice
Goal

Strategy

Tactics

Timeline to
Complete

Measurement

Improve
diverse talent
pipelines,
sourcing and
technologies to
support the
employee
lifecycle

Strategy 1 –
Improve
KCLC’s
reputation as
an employer of
choice for
diverse talent

1.1 Redesign KCLC website to improve the application process by reducing
time to apply for prospective candidates. See the New Castle County
website as a best practice: https://www.nccde.org/132/Work-for-NewCastle-County-Government

• % increase of applicants
• % increase in hits to the
website

1.2 Raise awareness of available high retention programs/benefits such as
family-friendly work environment, work-life balance flexibility, pension, great
health benefits, training / continued education benefits, etc. in all recruiting
material and include in value statements on job postings, etc.

Solicit feedback from potential
employees about what attracted
them to apply

1.3 Post ALL open positions and promotions on external job sources,
including newspapers, Indeed, Monster, LinkedIn, regional
college/university career centers, professional associations with a diversity
focus, etc.

% increase of candidates
received from external sources

1.4 Ensure diversity and inclusion principles are essential foundations in
recruiting, screening, interviewing and hiring efforts. Be deliberate in
considering the best mix of candidate skills and attributes for building
diverse and effective teams. Strive for cultural-add rather than cultural-fit.

• Feedback on progress from
D&I Implementation Team
• Feedback from applicants
who turned down an offer of
employment

1.5 Convene a team to understand the impacts of the Kent County Levy
Court name on recruiting top talent. Ensure all communication about KCLC
provides clear and easy-to-find messaging about the services that KCLC
provides.

N/A

0-90 Days

91-179 Days

180+ Days

Timeline Key
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Enhance Diversity Recruiting through Strategic Partnerships
Goal

Strategy

Tactics

Timeline to
Complete

Measurement

Improve
diverse talent
pipelines,
sourcing and
technologies to
support the
employee
lifecycle

Strategy 2 –
Enhance
diversity
recruiting
through
strategic
partnerships

2.1 Develop partnerships with diverse educational and non-profit
professional organizations both regionally and nationally.

• # increase in diverse
partnerships
• % increase in candidate
hires from these
partnerships

2.2 Develop goals for recruiters to measure success of attracting and
hiring diverse talent.

• % increase in diverse
talent hired
• % increase in diverse
talent retention

2.3 Foster networking opportunities that build relationships with
organizations that contain diverse talent. Sponsor meet and greets,
lunch and learns, open houses, and attend career fairs at professional
conferences to accelerate relationship building with diversity focused
organizations and associations.

# candidate hires from the
organizational relationship

2.4 Leverage the human capital data analysis section of the D&I
Assessment to prioritize the organizations to target to attract diverse
talent and close gaps. Organizations like NSBE, SHP, Great Minds in
STEM, Society of Asian Scientists/Engineers, Women of Color in
Stem, Society of Women Engineers, NGLCC and Grace Hopper as
potential partners.

% of diverse applicants
received through targeted
partnerships

2.5 Conduct a 3-5 year projection analysis of the local diverse
workforce to understand trends and devise a strategy to attract and
retain diverse talent.

Update D&I Annual Plan to
meet projections

0-90 Days

91-179 Days

180+ Days

Timeline Key
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Improve Applicant Tracking & Technology
Goal

Strategy

Tactics

Timeline to
Complete

Measurement

Improve diverse
talent pipelines,
sourcing and
technologies to
support the
employee
lifecycle

Strategy 3 –
Improve applicant
tracking process
and tools

3.1 Replace the current applicant tracking solution in favor of one
that gathers pertinent information to assist with diverse hiring.
(Refer to the Sample ATS 2019 document sent directly to the
KCLC Personnel team). Ensure all postings and applicants are
tracked from application to hire.

• 100% of job posting and
applicant tracking that
contain demographic,
testing, interview and hire
information

3.2 Research applicant tracking systems based on KCLC’s
operational requirements. Consider upgrading to a full Human
Resource Information System (HRIS) as the central database for
all employee HR functions. Most high quality HRISs have an ATS
function included. Some public sector HR teams use NeoGov.
Utilize the following source for system comparisons by
industry/sector, org size, HR functions, price, rating, platform, etc.
https://www.softwareadvice.com/hr/hcm-comparison/

• Implementation of new
HRIS system

0-90 Days

91-179 Days

180+ Days

Timeline Key
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Enhance Interviews & Testing
Goal

Strategy

Tactics

Timeline to
Complete

Measurement

Improve diverse
talent pipelines,
sourcing and
technologies to
support the
employee
lifecycle

Strategy 4 –
Enhance the
interview and
testing process

4.1 Assess the applicant testing process to mitigate challenges
with diverse applicants being rejected. Assess the applicant
testing process to mitigate challenges with reliability and
fairness. Ask the current test providers to describe the
qualifications and diversity of SMEs who developed/maintain the
tests. Ask the providers for technical documentation of test
reliability and validity evidence. If providers will not provide this
information, consider KCLC’s risk in continuing to use the test
without the opportunity to review this supporting evidence. Track
test scores and monitor for adverse impact.

• Feedback from hiring
managers
• Feedback from candidates
to understand their
experience and any barriers

4.2 Assess the applicant interview process (interview panels,
questions, hiring decisions, etc.) to understand barriers for
diverse staffing decisions.

• Feedback from hiring
managers, HR and diverse
hires

4.3 Establish guidelines for conducting panel interviews for all
open positions to make interviews more transparent and
equitable.

• Guidelines for interviews
• Feedback from new hires
on the interview process

4.4 Update supervisor and above interview questions to include
one or more D&I based questions to assess leadership acumen
at managing and valuing difference.

• Feedback from interview
teams
• % of improvement in
diverse hires

0-90 Days

91-179 Days

180+ Days

Timeline Key

8

Improve Online & Print Media to Illuminate KCLC’s D&I Vision
Goal

Strategy

Tactics

Improve diverse
talent pipelines,
sourcing and
technologies to
support the
employee
lifecycle

Strategy 5 – Review
and update online
and print media to
include language and
visuals that
demonstrates KCLC’s
commitment to D&I
as a workforce,
workplace and
marketplace enabler

5.1 Develop a Diversity & Inclusion organizational vision statement
that supports KCLC’s goals to attract and retain top diverse talent,
to grow with and serve the County’s increasingly diverse
community, and to achieve the KCLC mission, vision, guiding
principles, and comprehensive plan and budget plan goals.

N/A

5.2 Solicit input from diverse staff and external stakeholders on the
vision statement.

N/A

5.3 Incorporate D&I language on KCLC print media. Make certain
the language and visuals resonates with internal and external
stakeholders by incorporating diverse feedback.

Regularly solicit
feedback and
update as needed

5.4 Develop a blog post, on the County website, for the County
Commissioners to share KCLC’s commitment to D&I with all
constituents.

N/A

5.5 Coordinate with the Diversity and Inclusion Implementation
Team to refine communications with a D&I focus in all online media.

N/A

6.1 Ensure diversity and inclusion principles are essential
foundations of a succession planning system, including a
framework of assignments and experiences to expose a diverse
pipeline to leadership positions.

Succession
Planning Framework

6.2 Establish succession plans that establish race/ethnic diversity in
the pipeline.

% increase in
diversity in pipeline

Strategy 6 –
Incorporate
succession planning
for key roles

Timeline to
Complete

0-90 Days

Measurement

91-179 Days

180+ Days

Timeline Key
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Develop Organizational & Accountability Goals to Improve D&I
Goal

Strategy

Tactics

Enhance
commitment and
accountability to
advance diversity
and inclusion

Strategy 1 – Develop
D&I organizational
goals that cascade to
all leadership as the
way to improve
accountability and
inclusion

1.1 Develop leader and organizational goals to improve diversity at
all levels within KCLC.

% retention of diverse
staff

1.2 Develop leadership D&I performance expectations and
incorporate these into the annual goals and promotion
requirements.

N/A

1.3 Create reward and recognition systems for leaders who are
modeling inclusion and meet/exceed D&I goals.

Solicit input from staff
on effectiveness

1.4 Establish rigor in the advancement of diverse talent to the
supervisor and above ranks per workforce standards.

% increase in supervisor
and above promotions

2.1 Develop staff D&I performance expectations and incorporate
these into their annual goals (as appropriate by role/function).

• Number and quality
of performance
expectations and
goals
• Track goal
achievements

Strategy 2 – Hold staff
accountable to the
D&I strategy, goals,
and measurements

Timeline to
Complete

0-90 Days

Measurement

91-179 Days

180+ Days

Timeline Key
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Strengthen D&I Awareness through Training
Goal

Strategy

Tactics

Enhance
commitment
and
accountability
to advance
diversity and
inclusion

Strategy 3 –
Strengthen D&I
awareness and
expertise among all
leaders through
learning
opportunities

3.1 Provide leaders with the opportunity to have strategic conversations and
learning that move beyond diversity awareness to provide leaders with the
skills they need to understand the D&I strategic and operational elements for
their business, to anticipate and combat challenges and resistance to D&I,
and offer tactics to help drive the D&I change management and
implementation process in order to guarantee success.

Timeline to
Complete

Measurement
• # of staff who
participate
• Evaluations from
training

Reference training courses listed in the Appendix.
3.2 Schedule and conduct recommended training courses to strengthen
cultural competence and combat unconscious bias among all staff, especially
those in people management roles (supervisors, HR, recruiting teams,
communication team, D&I implementation team, etc.) as appropriate by
role/function.

• Evaluation from
training participants
• # of participants
• % retention of diverse
staff

3.3 Create activities and resources to help leaders better understand,
develop, and role model inclusive leadership behaviors.

Evaluate effectiveness of
activities

3.4 Evaluate learning after D&I training to best understand how the D&I
program is progressing within the leadership ranks.

Evaluation from training
participants

3.5 Conduct training on how to recruit, evaluate, and give substantive
performance/development feedback thru a D&I lens.

Evaluation from training
participants

0-90 Days

91-179 Days

180+ Days

Timeline Key
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Track Employee Feedback & Succession Planning
Goal

Strategy

Tactics

Enhance
commitment
and
accountability
to advance
diversity and
inclusion

Strategy 4 – Improve
Performance
Management & Annual
Review Tool

4.1 Ensure employee development and feedback and management practices
support diversity and inclusion through the deliberate development of all
employees. Assignment selections should consider the best mix of candidate
skills and attributes for building diverse and effective teams. Strive for culturaladd rather than cultural-fit.

• Feedback from staff
on how they
experience career
development and
special assignments
• % of diverse
promotions

4.2 Invest in a new performance management tool. Consider that many HRIS
systems have performance management modules.

N/A

5.1 Implement a confidential, annual employee survey and take action on its
results.

Survey Completion

5.2 Hold managers accountable for gaps between goals and results.

Evaluate supervisor’s
survey results from staff

5.3 Task managers with low survey results with designing action plans to
improve the results.

Action Plans

Strategy 5 – Capture
and track employee
feedback and
engagement

Timeline to
Complete

0-90 Days

Measurement

91-179 Days

180+ Days

Timeline Key
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Build a D&I Implementation Team
Goal

Strategy

Tactics

Timeline to
Complete

Build a Culture of
Inclusion

Strategy 1 – Build a
D&I Implementation
Team

1.1 Establish a multi-level, multi-functional D&I Implementation Team
(team should include department heads, managers, supervisors, and
staff, along with demographic, tenure and role/function diversity).
Ensure that the opportunity to join this team is open to all.

Feedback from team
members

1.2. Task the team with establishing the D&I language for KCLC,
specifically, the KCLC definitions of diversity and inclusion, the D&I
vision, statement and values.

N/A

1.3 Task the team with composing an Annual D&I Report to highlight
D&I accomplishments, gaps, and next steps.

N/A

1.4 Work with Senior Leadership to convene regular meetings to
discuss progress of the D&I strategy and any issues.

Progress reports
against D&I goals

0-90 Days

Measurement

91-179 Days

180+ Days

Timeline Key
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Enhance Internal Communications for Greater Inclusion
Goal

Strategy

Tactics

Timeline to
Complete

Build a Culture
of Inclusion

Strategy 2 –
Enhance internal
employee KCLC
communications to
demonstrate
greater
commitment to
inclusion

2.1 Develop and institute a framework to infuse consistent, deliberate, and
authentic diversity and inclusion messaging, principles, and practices throughout
KCLC.

N/A

2.2 Convene a meeting with KCLC senior leadership to discuss ways to
integrate D&I consistently into daily communications.

N/A

2.3 Work with the Communications Team to develop tactics and activities based
on feedback received from senior leadership.

N/A

2.4 Convene listening sessions with staff in all departments at all levels to brief
the D&I Strategy and solicit feedback on the tactics and activities and any
barriers to adoption.

Document minutes
from the sessions
and incorporate
into D&I Strategy

2.5 Evaluate opportunities for departments to collaborate on activities that
promote inclusion.

Feedback from
participants

2.6 Build awareness among the KCLC workforce about the importance of the
D&I assessment and Strategy and highlight the mission imperative for a diverse
workforce and inclusive culture.

N/A

2.7 Work with the D&I Implementation Team and Communications Team to
develop an editorial calendar for original and curated articles that inform staff
about D&I related topics, further KCLC’s culture of inclusion and celebrate
differences.

N/A

0-90 Days

Measurement

91-179 Days

180+ Days

Timeline Key
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Strengthen Cultural Awareness and Dialogue
Goal

Strategy

Tactics

Timeline to
Complete

Measurement

Build a
Culture of
Inclusion

Strategy 3 –
Enhance D&I
Training

3.1 Take stock of available resources and expertise in conducting D&I
specific trainings at KCLC. Conduct D&I foundation topics regularly
throughout the year, e.g. unconscious bias, cultural competence, etc.
3.2 Regularly offer new D&I training topics in order to increase D&I
acumen at KCLC.
3.3 Require all KCLC employees to attend a set number of D&I training
topics a year.
3.4 Ensure all training participants commit to an actionable objective
when they are back in their job/team in order to enable learning
transfer.
3.5 Create a D&I page on the KCLC website. Utilize the page to
communicate all things D&I, including training, D&I events, D&I tips,
D&I tool kits, etc.

• Measure training
participation
• Review class evaluations
• # hits to webpage
• Employee feedback

Strategy 4 –
Facilitate ongoing D&I
discussions to
assess progress
and maintain
feedback loop

4.1 Facilitate on-going D&I discussions with leaders, people managers,
and the D&I implementation team to discuss D&I progress, trends,
challenges, etc.

• Quarterly discussions
• Solicit and track
feedback from leaders,
people managers, and
the D&I implementation
team to access their
increased comfort, ease,
confidence,
ambassadorship,
knowledge, etc. in D&I

0-90 Days

91-179 Days

180+ Days

Timeline Key
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Appendix

Recommended IVY Training

16

Recommended D&I Training
1.

EXECUTIVE DIVERSITY ROUNDTABLE WORKSHOP
• Executive commitment to diversity and inclusion (D&I) is integral to the effectiveness of the
initiative. An important step to successfully implement an effective D&I initiative is to have leaders
establish their commitment; satisfy themselves with the advantages of D&I and that D&I matter to
the organization.
• An Executive Roundtable provides the opportunity for leaders to have strategic conversations
regarding leading the organization through a D&I change initiative. This session moves beyond
diversity awareness to educate executives on strategic and operational elements for their business,
anticipated benefits, challenges, and tactics to guarantee success.
• The attendees will have an opportunity to further their own diversity learning and development
while establishing the organizational answers to a series of “difficult” questions. The team will see
for themselves the level of understanding that currently exists, while also determining the level of
consensus regarding certain fundamental assumptions pertaining to D&I and how diversity is
implemented. In many cases they will create the organization’s “answer” that will guide how they
wish all employees to approach D&I within the organization.
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Recommended D&I Training
2.

DIVERSITY AND INCLUSION WORKSHOP FOR HR LEADERS
• Human Resources Professionals play a critical role in leading and supporting diversity and
inclusion in the workplace. They are often expected to be the expert, are asked the toughest
questions, and are faced with challenges at all levels. This full day workshop is built to address the
unique needs of Human Resources.
• Participants learn how diversity and inclusion impact the entire employee life cycle. As they discuss
the challenges and opportunities of an increasingly diverse workforce and marketplace, they will
come to understand their roles and responsibilities, and will practice the skills required to become
effective and trusted consultants to their business managers and colleagues.

18

Recommended D&I Training
3.

4.

LEADING CHANGE THROUGH INCLUSION: APPLYING DIVERSITY FOR MANAGERS
• This full day course, designed for managers and supervisors, offers the basics of diversity
awareness and understanding and provides managers with exercises designed to engage them in
making management decisions using a diversity filter. This session assists managers and
supervisors in operationalizing diversity concepts and goals while enabling each participant to
construct their own ‘Manager’s tool kit’ for development and learning.
• Participants explore the dimensions of diversity, defining diversity and inclusion. They learn how to
construct the business case for diversity for their organization, and how to communicate it to
stakeholders. Participants will gain an understanding of what diversity is, why it matters to them
and their organizations, and what they are expected to do as leaders in support of diversity and
inclusion.
RECRUITING THROUGH A DIVERSITY LENS™
• The demographics of both the talent pool and customer base are changing. Attracting the best
talent requires new skills and competencies. Hiring managers and recruiting staff need an
awareness of where to find a diverse talent pool, how to effectively interact with candidates, and
how to assess talent when it comes in a “different package.”
• Recruiting Through A Diversity Lens ™ provides insights based on Ivy’s wealth of experience
developing diversity recruiting strategies for Fortune 1000 and other organizations, interfacing with
diverse executives and associates, and assessing what hiring managers and recruiters do both
“right” and “wrong” during the recruiting, interviewing and hiring process.
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Recommended D&I Training
5.

6.

HAVING DIFFICULT CONVERSATIONS IN A DIVERSE WORKPLACE
• Discussing inappropriate workplace attire, providing feedback during a performance review, asking
your cubicle neighbor to lower the volume when playing his favorite religious music . . . some
discussions are difficult!
• Introduce diversity to the discussion – gender, race, age, religion, etc. – and the conversations may
seem even more difficult. But learning to have those conversations can actually lead to improved
workplace relationships, more effective talent development and . . . your peace of mind.
• Having Difficult Conversations in a Diverse Workplace is a half-day program designed to build skills
that will improve workplace interactions.
AGEISM IN THE WORKPLACE: UNDERSTANDING, RESPECTING, AND APPRECIATING AGE
DIFFERENCES FOR WORKPLACE AND PERFORMANCE IMPROVEMENT
• It has become common for a twenty-something to work alongside a forty- or fifty-something in
today’s complex work environment. Although very familiar with people their own age, workers often
enter the workforce with little appreciation or knowledge of those who are significantly older or
younger than them.
• This course highlights the ways in which this diverse mix of workers affords organizations many
opportunities and challenges as they seek to boost the performance and levels of engagement of
all of their workers.
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Recommended D&I Training
7.

8.

WHO’S ON FIRST- PEOPLE VS. PROCESS?
• Today’s workplace requires a balanced focus of the mission and the people required to carry it out.
While most leaders understand the theory of “people as a business enabler”, they often do not
understand how to embed the practice into their daily work.
• In this hands-on workshop, leaders, managers and supervisors will learn ways to identify and
change the systemic corporate processes and procedures that belie a people-centered culture. The
participants will work in small groups to prioritize work tasks, motivate, recognize and reward
employees, and present “out of the box” solutions to old problems.
• The Who’s On First- People Vs. Process? workshop is tailored from existing content to meet the
needs of the organization. Ivy will conduct conference calls and/or meetings with the project team
to prepare for the session. Workshops will include up to 30 participants.
THE LANGUAGE OF INCLUSION
• African-American or Black? Latino or Hispanic? Asian or Oriental? As the workforce and
marketplace have changed, questions have been raised regarding what are the “right” words to
use. This course increases awareness of the power and use of language in an increasingly diverse
workplace and marketplace.
• Participants will learn to examine the evolution of the “right” or “preferred” words, examples in
which the “wrong” words were used and the subsequent impact, the importance of speaking for
D&I and the implications of not doing so, the common myths and misconceptions about D&I, and
practice speaking for D&I.
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Assessment Objective
Kent County Levy Court (KCLC) engaged with IVY Planning Group (IVY) to conduct a diversity & inclusion (D&I)
study for the organization and its human resources functions with 302 full-time budgeted positions and to develop a
comprehensive diversity & inclusion strategy, including an EEO/Affirmative Action Plan (optional and if applicable).
IVY performed a multi-phased approach to meet this objective:
•

Quantitative analysis of KCLC’s workforce data.

•

Evaluation of KCLC's recruiting and selection policies, procedures, and practices.

•

Collection and qualitative analysis of interview and focus group data.

•

Deliverable of findings and recommendations to improve D&I at KCLC.
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Assessment Methodology
IVY’s assessment methodology utilizes a quantitative and qualitative assessment process.
1.

IVY performed a quantitative human capital analysis of KCLC’s workforce. The quantitative data identifies
“what” is occurring in the organization that may influence or hinder D&I. Four approaches were used for this
analysis:
• The analysis included a trends over time analysis of KCLC’s 1996 through 2018 workforce representation
and utilization by gender, race, and ethnicity compared to the Delaware civilian labor force (CLF)
benchmark, including all civilians who are US citizens and employed in Delaware.
• The analysis included a review of KCLC’s workforce representation by gender, race, ethnicity, and job
group (using EEO-4 occupation categories) for 2018 compared to the CLF in DE.
• The analysis included an employee progression analysis, with trends over time for 2015–2018, for KCLC’s
applicant flow displayed by gender, race, and ethnicity.

• The analysis included an employee progression analysis, with trends over time for 2015–2018, for KCLC’s
promotions and separations/attrition displayed by gender, race, and ethnicity, along with an adverse impact
analysis for promotions.
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Assessment Methodology, continued
2.

IVY performed a qualitative human capital analysis of KCLC’s workforce using interviews and focus groups.
The qualitative data identifies and explains “why” a specific phenomenon is occurring. Invitations were sent to
the entire KCLC employee population and 49 individuals from organizations in the local DE area. Details for
the interviews and focus groups follow.
Interviews:
The interviews were conducted with 9 department leaders and 2 Commissioners.
Focus Groups:
KCLC staff were grouped into sessions by job role/function or by demographic grouping, including gender
and/or race/ethnicity. IVY collects data this way in order to obtain a holistic view of the organization and
understand how employees experience the organization across roles/functions and demographics.
For the external stakeholders focus group, we emailed 49 individuals from local organizations that KCLC can
potentially partner with for recruiting efforts and for increasing KCLC’s D&I network and perspective.
Individuals invited to participate include deans and professors in departments and programs of sciences,
energy, technology, engineering, architecture, professional studies, agriculture, and medical
services/paramedics from Delaware Technical Community College, Delaware State University, University of
Delaware, and Polytech. We also invited directors of career services, graduate student associations,
professional clubs, and clubs organized by underrepresented students from each of these academic
institutions.
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Assessment Methodology, continued
In addition, we invited members from Delaware State Fire School, Housing Alliance Delaware, DE EMS
Administration, Office of Emergency Medical Services, Delaware Institute of Medical Education and Research
(DIMER), Delaware DOL, Delaware Health Care Commission, Delaware Hispanic Commission, AfricanAmerican Chamber of Commerce, Division of Small Business, Delaware Division of Human Relations, and
Central Delaware Chamber of Commerce.
A total of six individuals responded to our invitation and contributed their voice to the assessment. The
external stakeholder focus group included members from the Delaware Hispanic Commission, Delaware
State University, Division of Small Business, Housing Alliance Delaware, and University of Delaware.
In order to create a comfortable environment to speak, all focus group participants were asked to maintain
anonymity and IVY committed to confidentiality. While one IVY consultant asked the questions, a second IVY
consultant was the scribe. The notes were projected onscreen so participants could see and confirm the
accuracy of the notes.
For both the interview and the focus group data, IVY performed a structured content analysis using a coding
scheme to classify each participant comment into themes as well as similarities and differences in employee
experience across the different participant communities (e.g., people leaders vs. individual contributors,
women vs. men, Hispanic and People of Color (POC) vs. White employees).
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Assessment Methodology, continued

3.

IVY performed a document review and specifically analyzed the recruitment/selection process. We examined
the people, processes, functions, and systems to determine how they are working to achieve the desired
goals and ways D&I can enable the process. In addition, the document review serves as a point of reference
for comparison to the data collected from the qualitative data analysis. For example, through interviews and
focus groups we sometimes find gaps between how talent management routines were intended to work (i.e.,
policies on paper) and how they are actually implemented and experienced by leaders and employees.

4.

IVY reviewed the D&I studies conducted in 2001 by La Flamme and Associates and in 2009 by the Institute
for Public Administration. We wanted to understand how these studies were received by KCLC, what KCLC
has done well to promote D&I, what initiatives or changes were implemented, and what D&I successes have
been realized.
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Participation by Community
Participation rates for the focus groups and interviews totaled 32% of KCLC’s full-time employees population.

Table 1: Participation by Community
Participant
Community
Count
Female White Focus Group
12
Male White Focus Group
26
POC Focus Group
19
HR Focus Group
4
External Stakeholders Focus Group
6
Managers/Supervisors Focus
Group
13
Employee Committee Focus Group
4
Female White Leader Interviews
4
Male White Leader Interviews
4
POC Leader
1
Commissioners
2
Total FG Participants
84
Total Interviews
11
Overall Total
95

Participant
Percentage
13%
27%
20%
4%
6%
14%
4%
4%
4%
1%
2%
88%
12%
100%

Overall Total
Total Interviews
11
Total FG Participants
Commissioners
2
POC Leader
1
Male White Leader Interviews
4
Female White Leader Interviews
4
Employee Committee Focus… 4
Managers/Supervisors Focus…
13
External Stakeholders Focus…
6
HR Focus Group
4
POC Focus Group
19
Male White Focus Group
26
Female White Focus Group
12

0

20

40

95
84

60

80

100
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2001 & 2009 D&I Studies
Two D&I studies were completed to assess KCLC’s D&I efforts, particularly in diversity recruiting and hiring. In
2001, La Flamme and Associates conducted an analysis of KCLC’s diversity hiring practices. Then in 2009, the
Institute for Public Administration (IPA) at the University of Delaware conducted an analysis of KCLC’s
workforce, recruitment, and selection practices from 2001-2007.
IVY conducted a review of the D&I studies and asked focus groups and interview participants about the studies.
We wanted to understand: (1) How were the studies received by KCLC? (2) What has KCLC done well to
promote and advance diversity and inclusion? (3) What initiatives or changes were implemented? (4) What D&I
successes have been realized?
1. How were the 2001 and 2009 D&I studies received by KCLC?
• All participants were aware that KCLC has been consistent in doing these studies every few years.
• Leaders saw these studies as a way to gauge the D&I efforts at KCLC.
• The perception shared by several staff members is that these studies have become a “check the box”
activity for KCLC. This was largely due to the belief that they haven’t seen much D&I change, e.g. the
studies findings are not addressed, there are no organization-wide D&I strategies, and there is no
significant increase in the number of POC employees, etc.
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2001 & 2009 D&I Studies, continued
2.

3.

What has KCLC done well to promote and advance diversity and inclusion?
• The Personnel Office offers several learning and development topics throughout the year, sample
KCLC topics that can advance D&I include Recognizing and Eliminating Bias (webinar for
supervisors), Bullying in the Workplace, Preventing Sexual Harassment for Employees, and
Preventing Sexual Harassment for Employees (supervisory meeting).
• Diverse slates - by race and gender - are used during the applicant screening process.
• KCLC’s equal employment opportunity (EEO) statement is readily available on the Personnel Office
and the Employment Opportunities webpages on the KCLC website. The EEO statement is also
communicated on the KCLC employment application.
• All job descriptions display a statement requiring all KCLC employees to “maintain a positive work
environment by acting and communicating in a manner that promotes harmonious relations with
customers, co-workers, and supervisors.”
What initiatives or changes were implemented?
• We asked participants to share with us what initiatives or recommendations were implemented from
the D&I studies. While most participants recalled the studies, many, across organizational level, could
not speak to what specific initiatives or recommendations were implemented.
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2001 & 2009 D&I Studies, continued
• 2009 IPA recommendations – According to the Director of Personnel, approximately two of the eight
IPA recommendations were implemented in some form since 2009. These two recommendations are
listed below:
o In cooperation with regional job programs, school districts and post-secondary institutions, Sponsor
Open House events that showcase County employment opportunities.
o Utilize education programs at secondary and post-secondary levels (particularly skilled-craft and
business programs) to develop expanded opportunities for students to participate in Kent County
employment placements as internships and coops

4.

• 2001 La Flamme and Associates recommendations – Because this study is over 15 years old, we did
not analyze the recommendations in detail for this study. Instead, we looked at what D&I
impact/success was achieved since the study by assessing quantitative data. Refer to the Human
Capital Data Analysis section of this report for trends on workforce composition for 1996-2018.
What D&I successes have been realized?
• There has been some D&I progress since the two studies, especially in 2016-2018. This progress
was in areas that might go unnoticed by most employees. For example:
o When compared to the DE CLF, representation of female employees has improved in 2017 &
2018.
o While still below the minimum representation threshold, the representation rate for Black
employees has held steady for 2016-2018 and has been higher in these three years than it
was during any earlier year evaluated, 1996–2018.
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2001 & 2009 D&I Studies, continued
o While still below the minimum representation threshold, the representation rate for POC
employees has been higher in 2016-2018 than it was during any earlier year evaluated, 19962018.
• Refer to the Human Capital Data Analysis section of this report for trends on workforce composition
for 1996-2018.
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Human Capital Data Analysis

13

KCLC Representation by Gender 1996 through 2018
Number of Employees

% of Employees

(Part Time & Full Time)

Population

Female

Male

Total

DE Benchmark

Female

Male

49.9%

50.2%

Utilization Ratio
Female

Male

Utilization Result
80% Rule
Female
Male

KCLC 2018

126

188

314

40.1%

59.9%

0.80

1.19





KCLC 2017

130

194

324

40.1%

59.9%

0.80

1.19





KCLC 2016

120

194

314

38.2%

61.8%

0.77

1.23





KCLC 2015

121

189

310

39.0%

61.0%

0.78

1.22





KCLC 2008

120

177

297

40.4%

59.6%

0.81

1.19





KCLC 2007

145

210

355

40.9%

59.2%

0.82

1.18





KCLC 2005

128

188

316

40.5%

59.5%

0.81

1.19





KCLC 2003

129

178

307

42.0%

58.0%

0.84

1.16





KCLC 2001

107

151

258

41.5%

58.5%

0.83

1.17





KCLC 1996

89

137

226

39.4%

60.6%

0.79

1.21





A group is said to be underutilized if its representation rate is lower than 80% of the relevant benchmark
representation rate. In this case, the Delaware labor force benchmark is 49.9% female and thus women
would be underutilized when they were less than 39.9% of the KCLC workforce.
Applying the 80% rule to KCLC’s total workforce:
• Women were underutilized in 1996, 2015, and 2016.
• Women were NOT underutilized in 2001, 2003, 2005, 2007, 2008, 2017, or 2018.
• Men were NOT underutilized in any year evaluated, from 1996 through 2018.

For definitions of terms used,
see slide 19.

Benchmark source:
• US Census Bureau, 2006-2010 American Community Survey
• All civilians who are US citizens and employed in the state of Delaware
KCLC data sources:
• 2015-2018 data provided by Kent County to IVY.
• 2001-2008 data from Kent County, Delaware, Personnel Office
Workforce Diversity Review February 2009.
• 1996 data from Review and Analysis of the Diversity Hiring Program for
Kent County Levy Court April 2001.
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KCLC Representation for Female Employees 1996 through 2018
Minimum Representation Target
@ 80% of Benchmark

Note: Number of employees includes part time & full time employees
A group is said to be underutilized if its representation rate is lower than 80% of the relevant
benchmark representation rate. In this case, the Delaware labor force benchmark is 49.9%
female and thus women would be underutilized when they were less than 39.9% of the KCLC
workforce.
Applying the 80% rule to KCLC’s total workforce:
• Women were underutilized in 1996, 2015, and 2016.
• Women were NOT underutilized in 2001, 2003, 2005, 2007, 2008, 2017, or 2018.
• Men were NOT underutilized in any year evaluated, from 1996 through 2018. an

Benchmark source:
• US Census Bureau, 2006-2010 American Community Survey
• All civilians who are US citizens and employed in the state of Delaware
KCLC data sources:
• 2015-2018 data provided by Kent County to IVY.
• 2001-2008 data from Kent County, Delaware, Personnel Office Workforce
Diversity Review February 2009.
• 1996 data from Review and Analysis of the Diversity Hiring Program for
Kent County Levy Court April 2001.
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KCLC Representation by Race 1996 through 2018

Population

Number of Employees
(Part Time & Full Time)
Black
All POC
White
Total

DE Benchmark

% of Employees
Black

All POC

Utilization Ratio

White

Black

16.8%

23.9%

75.8%

All POC

Utilization Result 80% Rule

White

Black

All POC

White

KCLC 2018

27

37

277

314

8.6%

11.8%

88.2%

0.51

0.49

1.16







KCLC 2017

28

39

285

324

8.6%

12.0%

88.0%

0.52

0.50

1.16







KCLC 2016

27

39

275

314

8.6%

12.4%

87.6%

0.51

0.52

1.16







KCLC 2015

24

35

275

310

7.7%

11.3%

88.7%

0.46

0.47

1.17







KCLC 2008

19

25

272

297

6.4%

8.4%

91.6%

0.38

0.35

1.21







KCLC 2007

22

29

326

355

6.2%

8.2%

91.8%

0.37

0.34

1.21







KCLC 2005

25

28

288

316

7.9%

8.9%

91.1%

0.47

0.37

1.20







KCLC 2003

21

31

276

307

6.8%

10.1%

89.9%

0.41

0.42

1.19







KCLC 2001

18

26

232

258

7.0%

10.1%

89.9%

0.42

0.42

1.19







KCLC 1996

10

14

205

219

4.6%

6.4%

93.6%

0.27

0.27

1.24







A group is said to be underutilized if its representation rate is lower than 80% of the relevant
benchmark representation rate. In this case, the Delaware labor force benchmark is 16.8% Black and
23.9% All POC and thus Black and All POC employees would be underutilized when they were less
than 13.4% and 19.1% respectively of the KCLC workforce.
Applying the 80% rule to KCLC’s total workforce:
• Black employees were underutilized every year evaluated, from 1996 through 2018.
• POC employees were underutilized every year evaluated, from 1996 through 2018.
• White employees were NOT underutilized in any year evaluated, from 1996 through 2018.

Benchmark source:
• US Census Bureau, 2006-2010 American Community Survey
• All civilians who are US citizens and employed in the state of Delaware
KCLC data sources:
• 2015-2018 data provided by Kent County to IVY.
• 2001-2008 data from Kent County, Delaware, Personnel Office Workforce
Diversity Review February 2009.
• 1996 data from Review and Analysis of the Diversity Hiring Program for
Kent County Levy Court April 2001.
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KCLC Representation for Black Employees 1996 through 2018
Minimum Representation Target
@ 80% of Benchmark

Note: Number of employees includes part time & full time employees
A group is said to be underutilized if its representation rate is lower than 80% of the relevant
benchmark representation rate. In this case, the Delaware labor force benchmark is 16.8% Black and
thus Black employees would be underutilized when they were less than 13.4% of the KCLC workforce.
Applying the 80% rule to KCLC’s total workforce:
• Black employees were underutilized every year evaluated, from 1996 through 2018.
• Representation for Black employees has held steady at 8.6% over the past three years (20162018), higher than it was during any earlier year evaluated, but still below the 13.4% threshold.

Benchmark source:
• US Census Bureau, 2006-2010 American Community Survey
• All civilians who are US citizens and employed in the state of Delaware
KCLC data sources:
• 2015-2018 data provided by Kent County to IVY.
• 2001-2008 data from Kent County, Delaware, Personnel Office
Workforce Diversity Review February 2009.
• 1996 data from Review and Analysis of the Diversity Hiring Program for
Kent County Levy Court April 2001.
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KCLC Representation for People of Color Employees 1996 through 2018
Minimum Representation Target @
80% of Benchmark

Note: Number of employees includes part time & full time employees
A group is said to be underutilized if its representation rate is lower than 80% of the relevant benchmark
representation rate. In this case, the Delaware labor force benchmark is 23.9% people of color (POC)
and thus POC would be underutilized when they were less than 19.1% of the KCLC workforce.
Applying the 80% rule to KCLC’s total workforce:
• POC employees were underutilized every year evaluated, from 1996 through 2018.
• Representation for POC employees has ranged from 11.8% to 12.4% over the past three years
(2016-2018), higher than it was during any earlier year evaluated, but still below the 19.1%
threshold.

Benchmark source:
• US Census Bureau, 2006-2010 American Community
Survey
• All civilians who are US citizens and employed in the state
of Delaware
KCLC data sources:
• 2015-2018 data provided by Kent County to IVY.
• 2001-2008 data from Kent County, Delaware, Personnel
Office Workforce Diversity Review February 2009.
• 1996 data from Review and Analysis of the Diversity
Hiring Program for Kent County Levy Court April 2001.
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Representation: Approach and Terminology
• Utilization ratio (UR). A subgroup’s representation
• Benchmarks. All benchmarks are from the US
rate in a workforce, divided by that same subgroup’s
Census Bureau 2006-2010 American Community
representation in the RLF. For example: Female UR
Survey, and include all civilians who are US
= (% female in workforce) / (% female in RLF).
citizens and employed in the state of Delaware.
The five-year ACS data serves as the primary
benchmark for comparing the race, ethnicity, and • Underutilized. A demographic group is said to be
underutilized if its representation rate is lower than
gender composition of an organization’s internal
one would reasonably expect compared to its
workforce with that of the analogous external labor
representation rate in the RLF.
market.
• One rule was applied to determine
• Relevant labor force (RLF). In this case, based
underutilization: the 80% rule.
on the benchmarks described above, specific to
• 80% Rule (also known as the four-fifths rule).
Delaware’s civilian labor force.
Underutilization exists if the percentage of a
• POC. Person of Color or Hispanic. Includes Asian,
demographic group in the organization is less than
Black, Hispanic, American Indian, and Other POC.
80% of the percentage of that demographic group in
the RLF.
• Representation Rate. Percentage of a particular
subgroup within a larger group. For example, if an • N < 15. If there were fewer than 15 individuals in a
organization’s workforce is 60% female, then 60%
particular subgroup, utilization was not evaluated
is the representation rate for females.
because the numbers would be too small to produce
reliable results.
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KCLC Representation by Gender and Occupation 2018

Number of Employees
EEO-4 Occupation
Office/Clerical

Female

Male

Delaware
Benchmark

% of Employees

Total

Female

Male

Utilization Ratio

Female

Male

Female

Male

Utilization Result
80% Rule
Female

Male

53

2

55

96.4%

3.6%

66.4%

33.6%

1.45

0.11





Officials/Administrators

9

26

35

25.7%

74.3%

43.9%

56.1%

0.59

1.32





Para-Professionals

3

1

4

75.0%

25.0%

W

W

29

45

74

39.2%

60.8%

58.0%

42.0%

0.68

1.45





Protective Service

5

23

28

17.9%

82.1%

23.8%

76.3%

0.75

1.08





Service/Maintenance

6

15

21

28.6%

71.4%

45.3%

54.7%

0.63

1.31





Skilled Craft

2

43

45

4.4%

95.6%

4.1%

95.9%

1.08

1.00





Technicians

19

31

50

38.0%

62.0%

54.4%

45.6%

0.70

1.36





Professionals

A group is said to be underutilized if its representation rate is lower than 80% of the relevant
benchmark representation rate. The table includes Delaware labor force benchmarks for
each occupation.
Applying the 80% rule to KCLC’s 2018 workforce:
• Women were underutilized for Officials/Administrators, Professionals, Protective
Service, Service/Maintenance, and Technicians.
• Men were underutilized for Office/Clerical roles.
• Utilization was not evaluated for Para-Professionals because the KCLC workforce
was <15.

Benchmark source:
• US Census Bureau, 2006-2010 American Community
Survey
• All civilians who are US citizens and employed in the state
of Delaware
• Table EEO 2w. Detailed Census Occupation by Sex and
Race/Ethnicity for Worksite Geography.
KCLC data sources:
• 2018 data provided by Kent County to IVY.
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KCLC Representation by Race and Occupation 2018
Number of Employees

% of Employees

Black

All
POC

White

Total

Office/Clerical

6

8

47

Officials/Administrators

0

0

Para-Professionals

0

Professionals

Delaware Benchmark

Utilization Ratio

Black

All
POC

White

Black

All
POC

White

55

10.9%

14.5%

85.5%

17.0%

23.8%

76.2%

0.64

0.61

35

35

0.0%

0.0%

100.0%

12.4%

18.4%

81.6%

0.00

0.00

0

4

4

0.0%

0.0%

100.0%

7

8

66

74

9.5%

10.8%

89.2%

11.9%

18.6%

81.4%

0.79

0.58

Protective Service

0

1

27

28

0.0%

3.6%

96.4%

21.5%

28.1%

71.9%

0.00

Service/Maintenance

6

10

11

21

28.6%

47.6%

52.4%

26.1%

35.8%

64.2%

Skilled Craft

4

5

40

45

8.9%

11.1%

88.9%

11.7%

17.3%

Technicians

4

8

42

50

8.0%

16.0%

84.0%

14.8%

23.3%

EEO-4 Occupation

A group is said to be underutilized if its representation rate is lower than 80% of the relevant
benchmark representation rate. The table includes Delaware labor force benchmarks for
each occupation.
Applying the 80% rule to KCLC’s 2018 workforce:
• Black and POC employees were underutilized for Office/Clerical,
Officials/Administrators, Professionals, Protective Service, Skilled Craft, and
Technicians.
• White employees were NOT underutilized in any occupation.
• Utilization was not evaluated for Para-Professionals because the KCLC workforce
was <15.

Black

All
POC

White

1.12







1.23







W

W

W

1.10







0.13

1.34







1.09

1.33

0.82







82.7%

0.76

0.64

1.07







76.7%

0.54

0.69

1.10







Black

All
POC

Utilization Result

White

Benchmark source:
• US Census Bureau, 2006-2010 American Community
Survey
• All civilians who are US citizens and employed in the state
of Delaware
• Table EEO 2w. Detailed Census Occupation by Sex and
Race/Ethnicity for Worksite Geography.
KCLC data sources:
• 2018 data provided by Kent County to IVY.
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Promotions FY2015 through FY2018

Individuals employed at KCLC
throughout the period FY2015 through
FY2018

Female

Male

Asian

Number of employees promoted
at least once FY15-18

14

39

2

Total number of employees
throughout FY15-18
Percent of employees promoted
at least once FY15-18
Result Summary
Promotion rates compared

93

131

Black Hispanic

3

2
17

1
4

15.1% 29.8% 66.7% 11.8% 25.0%




W

U

Female /
Male

Male /
Female

Asian /
White

Black /
White

NOTE: Analysis includes all promotions, regardless of type or level.
Employees were excluded from this analysis if they were hired after the start
of FY15 and/or separated before the end of FY18. Fiscal years begin July 1.
For definitions of terms used, see slide 26.

W

Am
All POC White
Indian

0
2
0.0%
W

Hispanic / Am Indian /
White
White

5
26

48
198

For those employed at KCLC throughout
FY15-18, female, Black, and POC
employees were less likely to have been
promoted than male and White
employees.
•

Adverse impact exists for female,
Black, and POC employees in the
promotion process.

19.2% 24.2%
U



POC /
White

White /
POC

Applying the 80% and the p < .05 rules :

Result Summary Key


No adverse impact

U

AI 80% rule



AI p < .05 rule



AI 80% and p < .05 rules

W

N < 15, too small to evaluate
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Promotions FY2015 through FY2018
Considering all individuals
working at KCLC for FY15-18:
• Male employees were more
likely to have been
promoted for every year
evaluated, FY15-18, than
female employees.
• Female employees were
more likely to have been
promoted in 2018 than any
earlier year evaluated,
FY15-18.
• Adverse impact exists in
the promotion process for
female employees for every
year evaluated, FY15-18.
NOTE: Analysis includes all
promotions, regardless of type or
level. Numbers of available
employees for promotion were the
total numbers of employees on
record at any point in time during the
fiscal year in question. Fiscal years
begin July 1.

Considering all individuals working at KCLC for FY15-18:
• Black employees were less likely to have been promoted for every year evaluated, FY15-18, than White employees.
• Compared to White employees, adverse impact existed in the promotion process for Black employees in 2015 and 2016. Adverse impact does NOT exist in the promotion process
for Black employees in 2017 and 2018.
• In 2015, All POC employees were more likely to have been promoted than White employees. In 2016-2018, All POC employees were less likely to have been promoted then White
employees.
• Compared to White employees, adverse impact existed in the promotion process for All POC employees in 2016 – 2018.
• Compared to Black and All POC employees, White employees did NOT experience adverse impact in the promotion process for any year evaluated FY15-18.
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Separations FY2015 through FY2018
Am
All POC
Indian

Totals for FY2015 through FY2018

Total

Female

Male

Asian

Number of employees separated

107

33

74

1

8

1

2

12

95

Number of employees (total workforce)

391

153

238

4

35

5

4

48

343

27.4%

21.6%

31.1%

25.0%

22.9%

20.0%

50.0%

25.0%

27.7%

Percent of workforce

39.1%

60.9%

1.0%

9.0%

1.3%

1.0%

12.3%

87.7%

Percent of separations

30.8%

69.2%

0.9%

7.5%

0.9%

1.9%

11.2%

88.8%

Gap (% of workforce - % of separations)

8.3

-8.3

0.1

1.5

0.4

-0.9

1.1

-1.1

Result Summary

















Four-year separation rate

Considering all individuals working at
KCLC for FY15-18:
Male employees were more likely to
separate from KCLC than female
employees.
There were no notable separation rate
differences by race/ethnicity.

Black Hispanic

Result Summary Key
Group’s share of separations compares
 favorably to its share of the total
workforce (gap < 5 percentage points).
Group’s share of separations is notably
 larger than its share of the total
workforce (gap ≥ 5 percentage points).

White

NOTES: Analysis includes all separations,
regardless of reason. Employees were
included in the analysis if they were on
record at any point from FY15 through
FY18. Fiscal years begin July 1.
Four years of data were aggregated
because annual separation numbers were
too small for meaningful demographic
comparisons each year.
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Separations FY2015 through FY2018
Considering all
individuals working
at KCLC for FY1518:
• Men were more
likely to
separate 2015,
2016, and 2018
than female
employees.
• Women were
more likely to
separate in
2017 than male
employees.

NOTE: Analysis includes all
separations, regardless of
reason. Employee
population numbers were
the total numbers of
employees on record at any
point in time during the
fiscal year in question.
Fiscal years begin July 1.

Considering all individuals working at KCLC for FY15-18:
• Black and All POC employees were more likely to separate 2015, 2016, and 2017 than White employees.
• White employees were more likely to separate in 2018 than Black and All POC employees.
• For Black and All POC employees, the separation rate in 2018 was less than it’s been in any year evaluated for FY15-18.
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Promotions: Approach and Terminology
• Promotions. KCLC provided employee and promotions
data for fiscal years 2015-2018.
• Promotion rate. The percentage of employees promoted
is called a promotion rate.
• Computed as follows (example):
• Numerator = number of people promoted during a
given time period = 26 people promoted in FY2018
• Denominator = number of people employed during
that same time period = 314 employees in FY2018
• 26 / 314 = 8.3% of employees were promoted in
FY2018
• Using this same method, we computed promotion
rates by gender and race, for each fiscal year and
across a 4-year period overall.
• POC. Person of Color or Hispanic. Includes Asian, Black,
Hispanic, American Indian, and Other POC.
• Where samples sizes are large enough, we look
separately at results for individual POC subgroups

• Adverse impact (AI). A demographic group is said to
experience adverse impact if its promotion rate is lower than
one would reasonably expect compared to the promotion
rate of a comparison group.
• Two rules were applied to determine adverse impact:
the p < .05 rule and the 80% rule
• p < .05 rule. Adverse impact exists if there is a statistically
significant difference between promotion rates for two
groups being compared. The p-values in this case are based
on chi-square tests.
• 80% rule (also known as the four-fifths rule). Adverse impact
exists if the impact ratio for a demographic group is less than
0.80. Put another way, adverse impact exists if the
comparison group’s separation rate is less than 80% the size
of the group of interest’s separation rate.
• Example: 8% of female and 12% of male employees
promoted
• Impact ratio for females = .08/.12 = 0.67  80% rule
is violated
• Impact ratio for males = .12/.08 = 1.50  80% rule is
satisfied
• N < 15. If there were fewer than 15 individuals in a particular
subgroup, adverse impact was not evaluated because the
numbers would be too small to produce reliable results.
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Assessment Findings
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Approach to Findings
KCLC engaged IVY to conduct a D&I assessment of the organization and its human resource functions. IVY’s
assessment was conducted through a diversity and inclusion (D&I) lens, therefore the findings focus on factors that
were enablers or barriers to D&I at KCLC. The findings are a synthesis of several approaches:
1.

There is a story, a reality, in numbers.
• Methods: IVY analyzed quantitative data to identify any gaps by race, ethnicity or gender in terms of opportunities throughout
KCLC’s hiring processes and employee lifecycle. As appropriate, IVY also used these analyses to identify possible root causes
of gaps, as these would be enablers or barriers to D&I.

• Access: One element critical for success is access to the applicant and workforce data requested for the assessment. KCLC
was forthright and accommodating in giving IVY access to all requested data.
• Accuracy: Another element critical for success is the data’s completeness and accuracy. This proved to be a challenge in the
applicant and promotions data, largely due to the fact that KCLC does not have a complete human resources information
system (HRIS) or applicant tracking system (ATS). Adequate systems facilitate tracking of every step as job applicants
progress through recruiting and hiring cycles, as well as employee activity including progress through promotion qualification
and assessment processes.

2.

Personal/group experiences.
• Why they matter: Experiences, and oftentimes, perceptions, qualify as reality to the individuals who have those experiences
and perceptions. Leaders must therefore understand employees’ perceptions in order to understand their reality.
• Methods: IVY analyzed qualitative data collected using interviews with department leaders and Commissioners, and focus
groups with managers, employees, and external stakeholders. In order to understand how employees were experiencing
KCLC, we asked questions about the workplace culture, recruiting procedures, career advancement, performance
management and appraisal, rewards and recognition, D&I, retention, accountability, and KCLC’s brand in the community. We
used a structured, content analysis process to code and summarize the qualitative data. The findings are based on the many
voices that we heard and patterns that emerged from the content analysis.
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Approach to Findings, continued
3.

Documents review.
• IVY requested over two-dozen documents. These sources help us understand human resource functions, polices,
procedures, and systems at KCLC that may influence or hinder D&I. A small sample of the documents we reviewed include
recruitment policies and procedures; a list of training and development courses at KCLC; organizational charts; applicant
tracking reports; performance management tools; new employee manual; job descriptions; job postings; and KCLC benefits.

4.

D&I experience and subject matter expertise.
• IVY is a recognized thought leader regarding diversity and inclusion in the workplace and has earned industry recognition
and awards for D&I research and work.
• IVY has been in business since 1990. We have nearly 30 years of experience doing D&I work.
• IVY has a track record in successful engagements with clients across sectors and industries and therefore is able to offer
invaluable knowledge along with proven recommendations and best practices.

5.

Data synthesis and presentation of findings.
• The IVY team reviewed the results from all sources described above and synthesized those results to produce themes.
These themes summarize and characterize the findings.
• This report presents each theme in turn, with a Current State summary (where applicable) and Key Findings for each theme.
• The nine themes are:

D&I Progress
Strengths
D&I Environment

Recruiting Lifecycle – Posting
Recruiting Lifecycle – Screening
Recruiting Lifecycle – Interviewing

ATS Analysis
Performance Management
Leadership

• Some findings will also display quotes from participants in the interviews and focus groups. While many experiences and
insights were shared with us, these quotes are just a sample of the experiences / insights that represent a particular theme
discussed in the findings.
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Executive Summary of Findings
Women were represented at KCLC at levels comparable to relevant benchmarks from 2001 to 2008, and again in
2017 and 2018. Women were underutilized in 2015 and 2016.
While representation is still below the 13.4% minimum representation threshold for every year evaluated 1996-2018,
there is progress in Black employees representation over the past three years at KCLC. Throughout 2016-2018,
Black employees representation has held steady at 8.6%, higher than it was during any earlier year evaluated.
While representation is still below the 19.1% minimum representation threshold for every year evaluated 1996-2018,
there is progress in POC employee representation over the past three years at KCLC. Throughout 2016-2018,
representation for POC employees has ranged from 11.8% to 12.4%, higher than it was during any earlier year evaluated.
D&I
Progress

Promotion gaps have grown smaller for Black employees. Adverse impact was indicated against Black (vs. White)
employees in promotion rates for 2015 and 2016, but not in 2017 or F2018.
Promotion gaps have grown smaller for POC employees. Adverse impact was indicated against POC (vs. White)
employees each year 2016-2018, but promotion rate gaps were smaller in 2017 and 2018 than in 2016.
Over the period from 2015-2018, separation rates were similar for White, Black, and All POC employee groups.
Black and All POC employees had lower separation rates in 2018 than in any of the previous three years.
Diverse slates - by race and gender - are used during the applicant screening process.
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Executive Summary of Findings, continued
1: Overall, department leaders were eager to contribute their voice to this assessment, were excited about
this D&I effort, and were open to change that will bring improvements in KCLC’s D&I efforts.
2: Employees easily mentioned several awards that KCLC gives in appreciation of their work and service.
3: Many employees easily mentioned several reasons why they stay at KCLC.
Strengths

4: Health benefits start the first month after an employee is hired.
5: KCLC offers tuition reimbursement (75% of tuition costs for job-related education) and encourages
employees to advance their education/skills.
6: KCLC regularly conducts compensation and benefit studies to determine the County’s competitive position.
7: Of the six KCLC departments, women are department heads of three departments.

E1: Most participants expressed the need for the KCLC workforce to reflect the demographic diversity of
the community that they serve.
D&I
Environment
(E)

E2: More women than men shared the belief that D&I enables better business results.
E3: Several participants in the White Male focus group perceived D&I as not including them.
E4: While most people of color expressed being satisfied in their job, some are not able to fully be themselves at KCLC.
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Executive Summary of Findings, continued
D&I
Environment
(E)

E5: A disassociation between diversity and qualifications exists with some employees.
E6: The name “Kent County Levy Court” misidentifies the organization, consequently, this can impede KCLC’s
desire to recruit more racial/ethnic diversity.
R1: The short length of time of a typical external posting and inflexible test dates can be barriers.
R2: Recruiting efforts are low.

Recruiting Life
R3: More White employees than POC employees learned about their open position from connections/word of mouth.
Cycle – Posting
(R)
R4: A heavy focus on internal promotions contributes to the lack of racial/ethnic diversity in leadership.
R5: Hard-to-fill positions are either not available or seldom available on well-known external career search
engines or they refer applicants to apply on websites that do not work.
S1: The “blind” application process at KCLC is not achieving greater racial/ethnic diversity representation.
Recruiting Life
Cycle Screening (S)

S2: Information needed to evaluate the qualifying exams for potential adverse impact based on gender,
race and ethnicity is not available. Therefore, we are not able to evaluate these assessments for possible
adverse impact based on gender, race and ethnicity.
S3: We did not identify any job analysis or validation work linking KCLC's applicant assessments to job requirements.
Therefore, we aren't able to determine whether the tests are appropriately difficult, job relevant, or fair.
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Executive Summary of Findings, continued
Recruiting Life
Cycle Interviewing (I)

I1: Inconsistencies in the interview process can result in outcomes that can further impact the number and
diversity of candidates that may proceed to hiring.
A1: Applicant tracking procedures are not sufficient for measuring and tracking equal employment opportunity
per EEOC guidelines.

ATS Analysis (A)

Performance
Management (P)

A2: Based on the available data, it appears as though women and POC are applying for KCLC
jobs but are not making it through the screening and/or interview stage as often as one would expect
based on their availability.
P1: Inconsistent experiences exist in ongoing performance management.
L1: Across demographic lines, many KCLC employees do not view the Personnel Office as a place they
can go for resources or support.

Leadership (L)

L2: Two leadership barriers stand in the way of D&I success at KCLC: 1) There is a disconnect between
leadership’s desire to advance D&I efforts and in their impact/results and 2) There is a lack of accountability
in leadership owning D&I efforts.
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Assessment Findings - Detailed
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Strengths at KCLC
Current State:
An analysis of KCLC documents, leadership interviews, and participant focus group data revealed note-worthy
strengths.
Key Findings:
1.

Overall, department leaders were eager to contribute their voice to this assessment, were excited about
this D&I effort, and were open to change that will bring improvements in KCLC’s D&I efforts.

2.

When asked how KCLC rewards and recognizes employees, most employees easily mentioned several
awards that KCLC gives in appreciation of their work and service. Specific awards mentioned are
service awards, longevity awards, perfect attendance, employee of the month, employee of the year, and
retirement awards.

3.

When asked, “What encourages you to stay at KCLC?” many participants, across demographics, easily
mentioned several reasons why they stay at KCLC, including: benefits, pension, vacation and holiday
time, and steady pay. Some participants also expressed that they love what they do/their job, others enjoy
serving the public, still other employees described their department as family-oriented and therefore
“Love the
enjoyed working in such an environment at KCLC.

“Working with the public. In my department, it’s
important to us to help people, to offer places of
resources to them; we don’t treat people like they are a
number.” – POC Focus Group Member

“We are friendly to one another, good environment
to work, best people, benefits package; I belong
somewhere. Feel supported here.” – White Female
Focus Group Member

job.” –
White
Male
Focus
Group
Member
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Strengths at KCLC, continued
Key Findings, continued:
4.

Health benefits start the first month after an employee is hired. This exemplifies KCLC’s care and a desire
for the well-being of it’s employees.

5.

KCLC offers tuition reimbursement (up to 75% of tuition costs for job-related education) and encourages
employees to advance their education/skills. Several employees, across demographics, expressed their
excitement about earning their professional certification and college degree, or learning a new skill due to
tuition reimbursement at KCLC.

6.

KCLC regularly conducts compensation and benefit studies (the last study was conducted in 2015)
through an independent organization in order to determine the County’s competitive position. This
exemplifies KCLC’s care for it’s employees and its commitment to competitive pay, and it strengthens its
recruiting efforts.

7.

Of the six KCLC departments, women are department heads of three. Research has shown that having
gender diversity in leadership contributes to better business results through diversity in leadership styles,
experiences, and perspectives. It also helps attract more female applicants and more female employees
up the career ladder when they see other female leaders in KCLC.
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D&I Environment at KCLC

“In XXXXX, we serve the community, and because we serve the community and don’t have the
race/ethnic diversity, I fear we are not reaching all the race/ethnic communities in Kent County.
When we all had similar experiences, it could be hard to get out of that experience. How
comfortable are people interacting with us? For example, we had a community member, a
Person of Color, from the Dominican who expressed to us that she did not feel comfortable
applying for a [service] with us because she did not see anyone on our team who looked like her.
She did not feel we would understand her and have her best interest at heart.” – KCLC Leader

Current State:
We asked focus group participants “Should KCLC care about D&I” and leaders “How does diversity & inclusion
impact the operations you manage?” We asked these questions in order to learn how D&I is understood and
processed by KCLC employees, how they experience it, and how they think it may impact them and/or their
work.

Key Findings:

“It [D&I] can help [us] relate better to patients. [Be] more empathic, compassionate, better care provider. We
have to talk to people to understand what is out there as options for people. In an ambulance, you have their
undivided attention and a better understanding through diversity will help their care.” – KCLC Leader

1.

Most participants expressed the need to reflect the demographic diversity of the community that they
serve.

2.

More women than men shared the belief that D&I enables better business results/is a mission enabler.
• D&I enables a better understanding and better service to the whole public.
• D&I enables KCLC to attract and retain more diversity (through a sense of belonging by seeing and
being with others like you).
• D&I enables representation throughout all levels in KCLC.
• D&I enables fair and equitable opportunities for all.
• D&I enables diversity to make a difference at the table.
• D&I enables more learning, a more inclusive culture, and better performance and outcomes/results.
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D&I Environment at KCLC, continued
Key Findings, continued
3.

Several participants in the White Male focus group perceived D&I as not including them, that D&I efforts
represent “reverse discrimination” and an environment where things are taken too personally. Such an
environment is often experienced as one of exclusion, an us-versus-them culture, and a zero-sum culture.
It's important to note that these kinds of beliefs often develop when an organization implements D&I efforts
poorly, or communicates about D&I ineffectively.

“Old white guys don’t get to talk
about diversity. We are
discriminated against when we talk
about discrimination.” – White Male
Focus Group Member

“I should have the same
rights as a diverse
person.” – White Male
Focus Group Member

“[D&I] to be politically
correct / it’s
politically correct.” –
White Male Focus
Group Member
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D&I Environment at KCLC, continued
“I won’t interact freely with other people of color. I try to keep it professional; I can’t be me with them.”
– POC Focus Group Member

Key Findings, continued
4.

“People of
color and
women
can get
labeled
the angry
X if they
try to be a
go getter.”
– POC
Focus
Group
Member

While most people of color expressed being satisfied in their job, some are not able to fully be themselves
at KCLC. These outcomes often result when group member representation is low in an organization
and/or a department. At 11.8% representation in 2018, POC employees are underrepresented in the
KCLC workforce (compared to the available DE CLF).
• In departments with low racial/ethnic diversity, POC employees expressed that they can’t fully be
themselves and that they feared being seen in a stereotypical way. For example, participants felt that
they couldn’t get upset or say what they wanted to say in fear of being labeled the “angry/aggressive
Black man/woman.” Research shows that groups with low representation often fear the use of
stereotypes about their social group, resulting in feeling encapsulated into certain prescribed roles.
• This fear of being labeled stereotypically also inhibits some POC employees from being assertive
about advancing their careers, lest they are given the same label.
• Some POC employees expressed that the low diversity on their teams and in KCLC as a whole
bothers them. Others who had worked in other organizations that were more racially/ethnically diverse
experienced feeling culture shock when they started at KCLC and saw few, if any other POC
employees.
“The employees have been around a long
time and have certain views about people of
color. I have students who come back
sharing questions they receive which are
innocent but ignorant. There are issues with
dealing with difference here at KCLC.” –
External Stakeholder Focus Group Member
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D&I Environment at KCLC, continued
“I’d rather be in a room with qualified
people than diversity.” – White Male Focus
Group Member

Key Findings, continued
5.

When we asked if KCLC should care about D&I, several participants were concerned that a focus on D&I
meant sacrificing quality/qualifications. A disassociation between diversity and qualifications exists in this
view. This belief presents a challenge to D&I efforts because even when most participants expressed the
need to reflect the communities they serve, D&I progress will be hindered if such a belief goes unchecked
and affects career impacting decisions of underrepresented employees/potential employees.

“We have done an
outstanding job with
the qualifications for
diversity. We have
no reason to do
anything else except
hire the most
qualified. We are
pretty diverse in our
departments and
work hard to attain
competence in every
category.” – KCLC
Leader

“How can you improve diversity if you put a
posting out and only receive one qualified minority
candidate?” – White Female Focus Group Member

“Instead of looking for the
most qualified person, we
are looking for the most
diverse person.
Qualifications only should
matter.” – White Male
Focus Group Member

“I believe it’s
healthy to have
diversity, in race,
in generations,
etc. We can learn
so much from
Millennials and I
tell ya, I’ve
worked with
very smart
minorities.” –
KCLC Leader
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D&I Environment at KCLC, continued
Key Findings, continued
6.

The name “Kent County Levy Court” misidentifies the organization, consequently, this can impede KCLC’s
desire to recruit more gender, race, and ethnic diversity. Some internal focus group participants shared a
sense of pride in the history of KCLC’s name. Other participants expressed the belief that the name
misidentifies the organization, as it is often mistaken for the police, a courthouse, or a legal agency. This
belief was shared by both internal and external focus group members.
• In the recent job fair at Delaware State University, a recognized Historically Black College and
University (HBCU), most students who stopped by the KCLC table expressed interest in legal council
work; a job function that does not exist at KCLC. Students did not know about the other services that
KCLC provides, nor did they associate the other services with the name.
• External focus group representatives from Delaware State University, University of Delaware, and the
Delaware Hispanic Commission shared the belief that KCLC may be missing out on opportunities to
attract graduates and members from underrepresented communities to its workforce because the
KCLC name misrepresents the types of jobs available in the organization.
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Recruiting at KCLC

Employers often use selection tools/procedures to screen applicants for hiring and promoting. Selection
tools/procedures can be very effective in helping organizations determine which applicants or employees are most
qualified for a particular job. However, if these tools/procedures disproportionately exclude people in a particular
group by gender, race, ethnicity, or another protected class, they can be violating federal anti-discrimination laws;
unless the employer can justify the test or procedure under the law.
We analyzed KCLC’s recruiting lifecycle at three stages:
1. Posting the open position
2. Screening the applicants
3. Interviewing the applicants
We wanted to see how the tools/procedures used by KCLC enable or impede demographic diversity through
each stage of the recruiting lifecycle. Within each stage, KCLC utilizes selection tools/procedures (denoted by the
symbol ) to progress applicants through the recruiting cycle in order to hire the best applicant for the open
position.
A visual graph representing the recruiting lifecycle follows.
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Recruiting at KCLC, continued

Denotes a KCLC selection tool/procedure used in the specific stage of the cycle.
Labor Pool

Posting
Screening
Interviewing

Hiring
The Current State, Key Findings, and details of the selection tools/procedures follow for the Posting,
Screening, and Interviewing stages in the recruiting lifecycle.
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Recruiting at KCLC - Postings
Current State:
• KCLC posting data analysis is based on:
o Postings for July 2015 – June 2018.
o 74 total postings (hard copy postings).
o A typical KCLC job posting is posted for about 7 days internally and averages 18 days total (internally
and externally). If posted externally, it is posted either on the same day as the internal posting, or is
posted 7 days later.
• The Personnel Office uses five methods to post job openings:
o They are posted on KCLC communication boards, emailed to employees, and emailed to department
heads to post in their divisions/departments for those employees without an email address.
o They are posted to the KCLC website.
o They are sent to Delaware State News (newspaper) which lists the postings with Monster.com.
o They are faxed to six organizations: Delaware State University, Delaware Technical Community College,
Wilmington College, Wilmington University, State of Delaware - Department of Labor, and State of
Delaware – Division of Vocational Rehabilitation.
o They are emailed to 20 addresses belonging to individuals in Delaware State University, Salisbury
University, University of Delaware, Wilmington University, Washington College, Wesley College, Indeed,
and Handshake.
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Recruiting at KCLC - Postings, continued
Current State, continued:
• Screening tests are offered on a particular day only and very few postings listed an option for more than one
test time. If an applicant can’t make the test time listed, or if there is a large applicant pool, the Personnel
Office adds a couple more test times, but the test must be taken on the same day listed in the posting. If an
applicant can’t make the test date, they must wait for the next time that the test is offered, which can be
several days to several weeks, depending on the number of applicants.

• In regard to recruitment advertisement/posting for a role that has been designated as promotional, according
to the Kent County Code provision §68-7C(2):
“At the discretion of the Personnel Director, open competitive recruitment advertisement and position
posting need not be used for recruiting if any of the following conditions are met: …. (c) Recruiting has been
designated as promotional. Promotional recruiting shall consider qualified employees of the County using
competitive examination or other appropriate standard to determine qualification. If an employee is promoted
to a position in a higher class and voluntarily requests demotion, the employee shall not be reconsidered for
promotion for a period of one year from the date of voluntary demotion.”
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Recruiting at KCLC - Postings, continued
Current State, continued:

• Postings on the KCLC website and on external channels require applicants to access the KCLC website to
download a Word/PDF version of the application to complete and email/fax/send back to KCLC.
o According to the Personnel Office, candidates responding to job openings through Indeed do not access
the KCLC website to complete the application. Instead, they just email/send their resume to KCLC.
When an email address is available on the resume, the Personnel Office emails the application to the
candidate to complete and return to KCLC, however according to the Personnel Office, the success rate
in getting applicants this way is low.

The following Key Findings detail tools/procedures that can support or be a barrier to access a job posting at
stage one of the recruiting lifecycle, the posting stage.
Key Findings:
1.

The short length of time of a typical external posting and inflexible test dates can be barriers. Research
shows that longer posting periods and more flexible opportunities to complete required tests result in more
applicants, higher show rates for tests, higher average test scores, and more diverse applicant pools.
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Recruiting at KCLC - Postings, continued
Key Findings, continued:
2.

Recruiting efforts are low. It is uncertain what the colleges/universities and individuals on the recruiting list
do with the posting once they receive the fax/email from KCLC. Postings are not verified with the contacts
or organizations on the recruiting list.

3.

More White employees than POC employees learned about their open position from connections/word of
mouth.
• This finding parallels a common perception with some POC employees that the hiring and advancing
processes at KCLC are unfair due to relationships/favoritism that limit opportunities for POC.
• Connections and word of mouth can be cost effective aids to recruitment, however they add a risk of
affinity bias and a perpetuation of a particular candidate type or background. At KCLC, when the
existing employee population is 88% White employees, a system of connections results in a system of
status quo and therefore perpetuates the underrepresentation of POC.

4.

A heavy focus on internal promotions, as prescribed by Chapter 68-7 of the Personnel Policy and at the
discretion of the Personnel Director, contributes to the underrepresentation of POC in leadership positions.
When the existing employee population is 88% White employees, a heavy focus on sourcing for
promotions from the existing employee population will perpetuate underrepresentation of POC in
leadership.
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Recruiting at KCLC - Postings, continued
Key Findings, continued:

5.

Hard-to-fill positions are either not available or seldom available on well-known external career search
engines or they refer applicants to apply on websites that do not work. This can contribute to the lack of
POC employees at KCLC.
• For several weeks from August 2018-March 2019, open positions in divisions/departments with
particularly low race/ethnic diversity, such as Public Works Engineering, Public Works Wastewater,
Planning Services, and Emergency Medical Services, were listed on the KCLC website but they rarely
displayed on well-known external career search engines such as Monster, Indeed, and LinkedIn. This
is problematic for two reasons:
• Because the KCLC name is often mistaken for the police, a courthouse, or a legal agency,
applicants looking for work in the above mentioned departments are less likely to search the
KCLC website for jobs, and when they go to the well-known career search engines listed above,
these positions are either not available, or seldom available.
• In this case, when a position becomes available in these departments, some of the first people to
know about the opening are the people in the department, which are majority White employees,
and will often, tell a network/connection similar to them, therefore perpetuating the
underrepresentation of POC at KCLC.
• Positions that are posted through Google refer applicants to apply using buttons that route them to
websites (such as USA Jobs, DE Jobs, or job links embedded in the posting) that result in an error
page.
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Recruiting at KCLC - Screening
Current State:
• In 2015, KCLC conducted a compensation study through a consulting firm in order to ensure that KCLC is
paying market value for its talent and to ensure that roles were being performed efficiently.
• There is no formal training on recruiting/hiring through a D&I lens.
• Chapter 68-7 & 8 of the Personnel Policy governs the recruitment and hiring practices of KCLC. Chapter
68-7D (2) requires that candidates are ranked by the Personnel Director according to exam scores and/or
qualifications and placed on an eligibility list by rank order for the specific position. Priority in appointment
is given to candidates based on their rank order on the eligibility list. The ordinance then requires that the
Personnel Office submits the name of at least three applicants who ranked highest on the eligibility list to
the department heads to interview. This requirement is performed by KCLC in the following manner:
o All applicants who apply for a role that requires a qualifying exam are informed of the exam date and
time(s) in the job posting. The exams are graded in-house by the Personnel Office and all applicants
with a passing score move forward in the application screening process.

49

Recruiting at KCLC - Screening, continued
Current State, continued:
o Applications are made “blind” by removing the EEO/self-identification form from the application.
Applicants who achieved a passing score in the qualifying exam and all applicants who apply for a
non-exam-required role are then screened by the Personnel Office staff member responsible for
applicant services. The applicants are ranked by education, experience, length of time spent in the
role and function/industry, and exam score (if applicable). Top ranking applicants will make it to the
“eligibility list” where the top ranking three - four applicants will be considered tier 1, the next three –
four applicants will be considered tier 2, and so on.
o Tier 1 applications are then forwarded to the Personnel Director to review and confirm the ranking. At
this stage, the Personnel Director asks the applicant services personnel member to confirm if
diversity by gender, race/ethnicity representation exists for tier 1 applicants. If yes, tier 1 applicants
will move, without any identified ranking, to the next stage in the recruiting lifecycle - an interview with
the department head. If not, the Personnel Director reviews and confirms the ranking of tier 2
applicants and again verifies if diversity by gender, race/ethnicity representation exists in tier 2. If
diversity representation exists in tier 2, then tier 2 is added to tier 1 and submitted, without any
identified ranking, to the department head for interview.
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Recruiting at KCLC - Screening, continued
KCLC uses two tools/processes in the screening stage of the recruiting lifecycle - the “blind” application
process and qualifying exams (only applicable for those positions that require an exam).
Key Findings:
1. The “blind” application process at KCLC is not achieving greater racial/ethnic diversity representation.
• Anonymous or blind applications is a method used by some organizations to help reduce the potential
for demographic factors to influence the screening process. The process often involves filtering out
identifying information of an applicant such as name, gender, age, race/ethnicity, educational institute,
etc. in order to produce blind applications.
• KCLC has good intentions in using a blind application process. However, the current process does not
effectively minimize the chances that demographic information could (consciously or not) influence
screening decisions. On the positive side, the blind process removes explicitly self-identified race,
ethnicity, age, and gender. On the other hand, the process retains information such as name,
educational institute, graduation date, address, languages spoken, etc. These kinds of information can
make it easy to guess (intentionally or not) applicants’ race, ethnicity, gender, and age. Therefore,
KCLC’s process is not truly “blind” and demographic factors can still influence screening decisions.
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Recruiting at KCLC – Screening: Qualifying Exam

Current State:
Some staff and leaders shared negative perceptions of the qualifying exams.
• Believed to be too difficult; harder to pass than it should be based on job requirements.
• Perceived as not very relevant to the job.
• Suspected as a possible barrier that might disproportionately harm POC.
Key Findings, continued
2.

Information needed to evaluate the qualifying exams for potential adverse impact based on gender, race and
ethnicity is not available (e.g. exam success rate, failure rate, and test-taker demographics). Therefore, we are
not able to evaluate these assessments for possible adverse impact based on gender, race and ethnicity.

3.

We did not identify any job analysis or validation work linking KCLC's applicant assessments to job
requirements. Therefore, we are not able to determine whether the tests are appropriately difficult, job
relevant, or fair.

A list of positions that require candidates to take a qualifying exam follows.
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Recruiting at KCLC – Screening: Qualifying Exam, continued
Applicants applying for one of the positions listed below must take a qualifying exam.

Positions requiring tests for hiring are summarized below:
Jobs

Test Components

Test Developer /
Provider

Jobs

Test Components

Test Developer /
Provider

Tax Clerk

Verbal Comprehension
Numerical Ability
Visual Speed and Accuracy
Numerical Reasoning

PSI Services LLC

Plant
Operators &
Maintenance
Mechanics

Ergometrics

Building
Inspectors

Verbal Comprehension
Visual Speed and Accuracy
Numerical Reasoning
Verbal Reasoning

PSI Services LLC

Interpersonal Skills
Mechanical Reasoning
Numerical Skills
Reading
Physical Ability
Structured Interview

Supervisors

CPS HR
Consulting

Permit
Technicians

Verbal Comprehension
Numerical Ability
Visual Speed and Accuracy
Verbal Reasoning

PSI Services LLC

Supervisor Test (assume
Situational Judgement
Test + Unknown other)

Public Safety/
911 Dispatcher
(First Hurdle)

Press Test (reaction speed)
Wonderlic (general mental ability)
CPP (personality)

Profile Evaluations
Inc.

911 Dispatcher
(Second Hurdle)

Interview
Criticall Test

Biddle Consulting
Group

KCLC’s Supervisor Test Provider demands return of
all copyrighted test materials, including test
overview, description of what the test measures, and
sample items.
Based on interview/focus group conversations, it
seems likely that the Supervisor Test battery
includes a Situational Judgement Test, and perhaps
other components as well.
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Recruiting at KCLC - Interviewing
Current State:
• Once the Personnel Office forwards a tier(s) of applicants to the departments, the department heads must
interview all the applicants within the tier, they can not pick and choose applicants from within the tier(s) to
interview. The department head may request additional applicants to interview from the next tier on the
eligibility list. However, all the applicants on the eligibility list in the top tiers must be exhausted before
applicants from the next tier are interviewed.
• Standard/recommended interview questions exist, however, candidates competing for the same position
can be asked different questions depending on the interviewer.
• Interviewers and/or interview panels each have their own ranking process for candidates competing for
the same position.
• Panel participants, when used, are picked by the department head and there is no formal protocol for the
panel size or demographic makeup.
• There is no formal training for people who interview candidates.
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Recruiting at KCLC – Interviewing, continued
The following Key Finding is a process the can enable/impede individuals in the interviewing stage of the
recruiting lifecycle.
Key Finding:
1. Inconsistencies in the interview process can result in outcomes that can further impact the number and
diversity of candidates that may proceed to hiring.
• Without consistency in interviewing, research has shown that individuals tend to hire and promote “in
their own image” – i.e. hiring, developing and sponsoring people who are like us, have similar
backgrounds, or who have attributes similar to our own which we tend to value over others.
• The more discretion that decision-makers, such as interviewers and hiring managers have, the greater
the potential for subjectivity and opportunities given based on factors other than merit.
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ATS – Analysis of 2015-2018 Applicant Data
One way that organizations monitor their D&I recruitment efforts is by tracking all applicants throughout the
recruiting lifecycle, including applicant demographic details. A tool often used in this effort is an applicant tracking
system (ATS).
Current State:
We reviewed KCLC’s applicant tracking data. The analysis is based on:
• Applicant data for July 2015 – August 2018.
• A total of 90 job postings.
• Data captured for 3 stages: Applied  Interviewed  Hired.
• Race and/or gender data were missing for 1% of postings at Applied, 57% at Interviewed, 61% at Hired.

Key Findings:
1.

Applicant tracking procedures are not sufficient for measuring and tracking equal employment opportunity per
EEOC guidelines.
• Process appears to rely entirely on manual data entry.
• There is no tracking of which applicants are considered qualified based on initial applicant screening steps,
such as review of applications.
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ATS – Analysis of 2015-2018 Applicant Data, continued

• Applicant tracking records suggest a great deal of missing data and at least some inaccurate data which
makes it hard to draw conclusions with confidence. For example, while data for gender, race, and ethnicity
were almost always recorded for people who applied, most of the time, those applicants were not tracked
all the way through to the hiring decisions. Therefore, we could not compute the selection rates or adverse
impact ratios that would be necessary to determine gender, race and ethnic equity in terms of who is
invited to a job interview or who is ultimately hired.
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ATS – Analysis of 2015-2018 Applicant Data, continued
While we could not draw conclusions with confidence to determine gender, race and ethnic equity, we did synthesize
KCLC’s applicant tracking data in its current state.
Key Findings, continued
2.

Based on the available data, it appears as though women and POC are applying for KCLC jobs, but are not
making it through the screening and/or interview stage as often as one would expect based on their availability.
• Women appeared in the Applicant pool for 73% of postings, in the Interviewed pool for 58% of postings, and
in the Hired group for 37% of postings.
• POC appeared in the Applicant pool for 77% of postings, in the Interviewed pool for 51% of postings, and in
the Hired group for 26% of postings.
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KCLC Recruiting Life Cycle & Analysis of the 2015-2018 Applicant Data
We wanted to measure how the tools/procedures in each stage Posting, Screening and Interviewing may be
affecting hiring and promotions at KCLC.

Posting Tools/Procedures:
• Length of time for a posting & limited test dates
• Recruiting efforts
• Connections/word of mouth recruiting
• Availability on external website
• Source for promotions

Labor Pool

Posting
Screening
Interviewing Procedure:
• Inconsistencies in
interview process

Screening Tools/Procedures:
• Application screening – “blind” applications
• Screening tests – qualifying exams

Interviewing

Hiring
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KCLC Recruiting Life Cycle & Analysis of the 2015-2018 Applicant Data
Without an ATS to confidently measure and track equal employment opportunity by gender, race, and ethnicity
throughout the recruiting lifecycle, we look to quantitative data in diversity representation within KCLC:
• Female employees were underutilized for three of ten years evaluated 1996-2018.
• All POC employees were underutilized for all ten years evaluated 1996-2018.

• Female employees were less likely to have been promoted for every year evaluated, 2015-2018, than male
employees.
• Black employees were less likely to have been promoted for every year evaluated, 2015-2018, than White
employees.
• All POC employees were less likely to have been promoted in 2016-2018 than White employees.
• Considering all individuals working at KCLC for 2015-2018: Women were more likely to separate in 2017 than
male employees and Black and All POC employees were more likely to separate in 2015, 2016, and 2017 than
White employees.
These outcomes may be the result of one or multiple tools/procedures used throughout the recruiting lifecycle to
screen applicants for hiring and promoting.
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Performance Management at KCLC

Key Findings:
1. Inconsistent experiences exist in ongoing performance management. While this finding was experienced
across demographics, the finding is noteworthy because oftentimes, when a challenge affects a majority
group, it can have a deeper impact on a minority group if the practice goes unchecked. The lack of consistent
performance management, including goal setting and regular feedback, can result in opportunities given (e.g.
promotions, stretch assignments, etc. ) based on factors other than merit.
• Some employees reported that they get feedback throughout the year and/or have ongoing performancerelated conversations with their supervisors/managers. Employees who have these conversations report
that it is helpful.
• Other employees say they don’t get regular feedback, or that they only hear when they are doing
something wrong.
• Accountability for bad behavior is inconsistent. Some participants expressed that in their departments,
employees are held accountable for bad behavior through a conversation, coaching, and/or following the
KCLC disciplinary process. Other participants shared the belief that accountability for bad behavior is
inconsistent and based on employees’ tenure, race, and relationships/favoritism.
Inconsistencies in accountability for bad behavior and inconsistencies in feedback and career conversations
contribute to some perceptions of inequity and unfairness, lowered expectations of low-performers, and
reduced performance and productivity of high-performers.
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Leadership at KCLC

“Antipersonnel
vs Personnel.” –
White Male
Focus Group
Member

Key Findings:
1. Across demographic lines, many KCLC employees do not view the Personnel Office as a place they can
go for resources or support. While these findings were experienced across demographics and
organizational level, often times when a challenge affects a majority group, it can have a deeper impact on
a minority group if the practice goes unchecked. Participants shared the following experiences with us.
• There is inconsistency in addressing bad behavior when it is brought to the attention of the Personnel
Office.
• The Personnel Office is experienced as an environment that does not nurture a sense of openness to
feedback and inclusion. In most focus groups and interviews, two examples were often discussed – a
lack of finding alternatives to employee-impacting KCLC procedures, including the reliability, relevance,
and fairness of qualification exams and the efficiency of GAUGE, the employee annual appraisal tool.
• A lack of commitment to D&I progress through the continued use of job titles that are inconsistent with
appropriate diversity and inclusion principles/language. For example, the use of Personnel Director,
Personnel Technician, Secretary, and Senior Secretary.
• The external focus group members all expressed that the Personnel Office does not, and has not,
made efforts to collaborate as a department or as an organization (KCLC) with their respective
organizations on D&I efforts and recruiting opportunities.
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Leadership at KCLC, continued
Key Findings, continued:
2. D&I success is not attained by one individual or one department, but it must start at the top of the
organization. Overall, leadership shared a desire in having a workforce that reflects the constituents they
serve and in advancing D&I at KCLC. However, two leadership barriers stand in the way of D&I success at
KCLC: 1) There is a disconnect between leadership’s desire to advance D&I efforts and in their
impact/results and 2) There is a lack of accountability in leadership owning D&I efforts. This is evidenced
by:
• POC employees have been underutilized since the 2001 & 2009 D&I studies and every year
evaluated, 1996–2018.
• Since the 2009 D&I study, female employees have been underutilized two out of the four years
evaluated, 2015-2018.
• In reviewing representation by EEO-4 job occupation for 2018, female employees are underutilized in
five of the seven job occupations.
• In reviewing representation by EEO-4 job occupation for 2018, POC employees are underutilized in six
of the seven job occupations.
• For those employed at KCLC throughout 2015-2018, female, Black, and POC employees were less
likely to have been promoted than male and White employees.
• We asked participants to share with us what initiatives or recommendations were implemented from
the 2001 & 2009 D&I studies. Several department heads did not know what recommendations were
implemented. Most leaders did however share the belief that KCLC is doing better in female
representation overall and in leadership.
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Leadership at KCLC, continued
Key Findings, continued:
• According to the Director of Personnel, approximately two of the eight IPA recommendations were
implemented since 2009.
• Little is done to advance D&I at KCLC.
o We asked department heads what they have done to advance D&I in their
department/team/KCLC. For example, we asked if they were communicating/modeling D&I
expectations or actively involved in outreach, causes, organizations, networks, associations, or
community groups with a D&I focus/mission (e.g. the National Action Council for Minorities in
Engineering, the Delaware Hispanic Commission, African American Chambers of Commerce,
etc.).
 One department head is an active board member of an organization with a D&I
focus/mission.
 Other efforts shared with us include hiring IVY, having a nondiscrimination policy, and having
discussions with other counties on how to get more diversity.
• D&I efforts to advance D&I at KCLC are not reflected in leadership’s annual measurements.
• While most people of color expressed being satisfied in their job, some are not able to fully be
themselves at KCLC.
• A disassociation between diversity and qualifications exists with some employees.
In the next section we turn to tables with summary of themes and findings by participant community.
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Themes & Findings by Participant Community
IVY reviewed the results from all sources – qualitative and quantitative data and documents review - and synthesized the results to produce
themes. These themes summarize and characterize the findings.
Tables 2a-2d summarize the themes and findings. Under Participant Community, the table lists the community in which the findings were part
of the interview/focus group discussion. NA represents findings that resulted from the quantitative analysis and/or the documents review.

Table 2a: Themes & Findings by Participant Community

Themes & Findings
Strengths
1: Overall department leaders were eager to contribute their voice to this assessment, were excited
about this D&I effort, and were open to change that will bring improvements in KCLC’s D&I efforts.
2: Employees easily mentioned several awards that KCLC gives in appreciation of their work and
service.
3: Employees easily mentioned several reasons why they stay at KCLC.
4: Health benefits start the first month after an employee is hired.
5: KCLC offers tuition reimbursement (up to 75% of tuition costs for job-related education) and
encourages employees to advance their education/skills.
6: KCLC regularly conducts compensation and benefit studies to determine the County’s
competitive position.
7: Of the six KCLC departments, women are department heads of three departments.

Participant Community
POC
Male
Officials/
and
White White Mgr/Sup Administ
Female Female Male ervisors rators External




NA



NA



NA



NA


NA

NA

NA

NA

NA

NA

NA

NA

NA
NA

NA
NA

NA
NA

NA
NA

NA
NA

NA
NA
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Themes & Findings by Participant Community, continued
Table 2b: Themes & Findings by Participant Community

Themes & Findings
D&I Environment
E1: Most participants expressed the need for the KCLC workforce to reflect the demographic
diversity of the community that they serve.
E2: More women, than men, shared the belief that D&I enables better business results/is a mission
enabler.
E3: Several participants in the White Male focus group perceived D&I as not including them.
E4: While most people of color expressed being satisfied in their job, some are not able to fully be
themselves at KCLC.
E5: A disassociation between diversity and qualifications exists with some employees.
E6: The name “Kent County Levy Court” misidentifies the organization, consequently, this can
impede KCLC’s desire to recruit more racial/ethnic diversity.
Recruiting Life Cycle – Posting
R1: The short length of time of a typical external posting and inflexible test dates can be barriers.
R2: Recruiting efforts are low.
R3: More White employees than POC employees learned about their open position from
connections/word of mouth.
R4: A heavy focus on internal promotions contributes to the lack of racial/ethnic diversity in
leadership.
R5: Hard-to-fill positions are either not available or seldom available on well-known external career
search engines or they refer applicants to apply on websites that do not work.

Participant Community
POC
Male
Mgr/ Officials/
and
White White Supervis Administ
Female Female Male
ors
rators External




































NA
NA

NA
NA

NA
NA

NA
NA

NA
NA







NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA
NA
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Themes & Findings by Participant Community, continued
Table 2c: Themes & Findings by Participant Community
Participant Community

Themes & Findings
Recruiting Life Cycle - Screening
S1: The “blind” application process at KCLC is not achieving greater racial/ethnic diversity
representation.
S2: Information needed to evaluate the qualifying exams for potential adverse impact based on
gender, race and ethnicity is not available. Therefore, we are not able to evaluate these
assessments for possible adverse impact based on gender, race and ethnicity.
S3: We did not identify any job analysis or validation work linking KCLC's applicant assessments to
job requirements. Therefore, we aren't able to determine whether the tests are appropriately
difficult, job relevant, or fair.
Recruiting Life Cycle - Interviewing
I1: Inconsistencies in the interview process can result in outcomes that can further impact the
number and diversity of candidates that may proceed to hiring.

POC
Male
and
White
Female Female

Mgr/ Officials/
White Supervis Administ
Male
ors
rators External

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA
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Themes & Findings by Participant Community, continued
Table 2d: Themes & Findings by Participant Community

Themes & Findings
ATS Analysis
A1: Applicant tracking procedures are not sufficient for measuring and tracking equal employment
opportunity per EEOC guidelines.
A2: Based on the available data, it appears as though women and POC are applying for KCLC jobs
but are not making it through the screening and/or interview stage as often as one would expect
based on their availability.
Performance Management
P1: Inconsistent experiences exist in ongoing performance management.
Leadership
L1: Across demographic lines, many KCLC employees do not view the Personnel Office as a place
they can go for resources or support.
L2: Two leadership barriers stand in the way of D&I success at KCLC: 1) There is a disconnect
between leadership’s desire to advance D&I efforts and in their impact/results and 2) There is a lack
of accountability in leadership owning D&I efforts.

Participant Community
POC
Mgr/ Officials/
Male and White White Supervis Administ
Female Female Male
ors
rators External

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

NA

































In the next section we turn to recommendations and best practices.
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Recommendations & Best Practices
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Recommendations

In an environment where competition for diverse talent is high, KCLC’s commitment to creating a more diverse and
inclusive work environment will be critical to its continued success. The recommendations and best practices in this
report are designed to help KCLC realize more gender and racial/ethnic diversity throughout all departments and all
levels within KCLC, to better meet the needs of all its constituents, and to enjoy continued success as a county
employer.
Overall recommendations display first and are listed so that they correspond to the approximate order of the
themes and findings, followed by recommendations by themes, and finally best practices for screening tests.

1.

Convene D&I training and development programs to strengthen the D&I acumen across leadership and staff.
Sample training and development programs include D&I Fundamentals, Unconscious Bias, Recruiting
Through a D&I Lens, Diversity Dialogues, Leading Through a D&I Lens, Executive Coaching, etc. Refer to the
Appendix for details on recommended training courses.
 Recommendation addresses findings: E1-5, R2-5, I1, S1, A2, P1, L1-2.

2.

Assemble a team to review the Kent County Levy Court name and its effects on recruiting and representation
of the services provided by KCLC.
 Recommendation addresses findings: E6, R5.
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Recommendations, continued

3.

Continuingly assess County ordinances to ensure they are still business relevant and enablers to your D&I
plan.
 Recommendation addresses findings: R2, R4.

4.

Consider conducting a confidential employee survey in support of building a more collaborative, engaged, and
inclusive workplace. Recognize departments and leaders who exemplify inclusive leadership and D&I
achievement goals. Hold departments and leaders accountable when they don’t. This will increase
accountability within KCLC and trust in KCLC’s desire for progressive change.
 Recommendation addresses findings: E3, E4, L1-2.

5.

Utilize the KCLC intranet to talk about D&I work, to share progress on the D&I plan and to provide D&I
resources such as training, tips, tools, community events that broaden cultural acumen, etc.
 Recommendation addresses findings: E1-3, L1-2.

6.

Design a strategy to prepare for the upcoming retirement wave. Leverage this opportunity to create
succession plans using a transparent and inclusive process to ensure a balance of institutional knowledge and
new opportunities for KCLC.
 Recommendation addresses findings: E1, E2, E5, R2, R4, L1-2.
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Recommendations, continued

7.

Leadership commitment to and capacity in diversity and inclusion is critical to the effectiveness and success of
D&I initiatives. Establish leadership commitment to the D&I plan through increased D&I acumen and D&I
specific annual goals for all supervisors and above. Hold leaders accountable to these goals. (Refer to the D&I
plan for action steps).
• Recommended training: Executive Diversity Roundtable Workshop offers leaders the opportunity to
establish their commitment to D&I, satisfy themselves with the advantages of D&I and how D&I matter to the
organization. The Executive Roundtable provides the opportunity for leaders to have strategic
conversations regarding leading the organization through a D&I change initiative, moving beyond diversity
awareness, to educate executives on strategic and operational elements for their business, anticipated
benefits, challenges, and tactics to guarantee success.
 Recommendation addresses findings: E1-5, R2, R3, R4, I1, A1, P1, L1-2.

72

Recommendations - Recruiting
1.
2.
3.
4.
5.

Enroll recruiters and interviewers in a training that builds their capacity to recruit, screen and interview through
a D&I lens. Refer to the Appendix – “Recommended IVY Training” for details on recommended training
courses.
Invest in an automated applicant tracking system (ATS) that will track applicants through the entire recruiting
lifecycle.
Invest in an automated human resource information system (HRIS) that will track employees through the
entire employee lifecycle. An HRIS will be the central place of record for all employee-related human resource
functions, record-keeping, and reporting.
Conduct a thorough review of KCLC job descriptions to ensure the accuracy of all listed duties and the jobrelated importance of all listed qualifications and requirements.
Expand your talent pool / sources for candidates. If people don’t know about you, they can’t apply for work
with you.
• Utilize career search websites such as Indeed, Monster, LinkedIn, Glassdoor, university career
websites/centers, etc. and post all open positions. Also, verify that the postings display on all websites and
that they route applicants to the proper location to apply.
• Post all open positions in local Latino newspapers (e.g. Hoy En Delaware and El Tiempo Hispano)and/or
advertise in local Latino radio stations.
• Post all open positions in cultural community centers (e.g. Latin American Community Center, Chinese
American Community Center, etc.)
• Build and strengthen partnerships with career centers at colleges and universities in the Delaware region
(DE, MD, VA, PA, NJ, NY).
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Recommendations – Recruiting, continued

6.
7.

• Host an open-house and invite targeted departments/diversity clubs from universities,
associations/organizations, etc. and give a tour of KCLC and all the services that KCLC provides.
• Consider sponsoring events in / partnering with the University of Delaware in their annual Diversity
Summit.
Invest in an automated application process where applicants can complete the application directly through the
KCLC website or are able to upload their resume into a KCLC application template. This function is often
available with a high quality HRIS.
Build and actively sustain relationships/partnerships with colleges/universities, organizations, associations,
local stakeholders, professional associations, etc. that have a D&I focus. This helps you understand your
employer brand (“word on the street”), to strengthen your brand with these organizations and correct any
misconceptions about your brand, and to connect with, learn from, and source a wider pool of diverse
candidates. Where feasible, attend professional conferences of these same associations to network and
recruit. Consider for example sending KCLC leaders to the Multicultural Resource Center 2019 diversity,
equity, and inclusion conference in PA: https://www.advis.org/mcrc-at-advis/2019-DEI and/or attend a monthly
meeting with the Central Delaware NAACP.
Sample sources for partnerships include: Delaware State University – Career Services Center, Society of
Women Engineers, National Society of Black Engineers, Society of Hispanic Professional Engineers, the
Delaware Hispanic Commission, African American Chambers of Commerce, Mid-Atlantic Hispanic Chambers
of Commerce, National Action Council for Minorities in Engineering, Women and Planning Division of the APA,
Latinos and Planning Division of the APA, Central Delaware NAACP, Delaware Hispanic Commission, Division
of Small Business, Housing Alliance Delaware, Indo-American Association of Delaware, Delaware
Commission on Indian Heritage and Culture, etc.
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Recommendations – Recruiting, continued
8. Know your top competitors and be able to speak to your strengths compared to them.
9. Communicate a value proposition to potential applicants through all recruiting efforts and media.
10. Establish a recruiting team that is visibly diverse, including gender, race/ethnicity, generation, etc. This helps in
expanding perspectives, eliminating potential bias, and attracting diversity (people want to work in a place
where they can ‘see themselves’). Assign this team recruiting tasks from these recommendations and the D&I
Plan.
11. Use inclusive language and language that reflects your commitment to D&I in all job postings, recruiting
collateral, practices, and channels (i.e., D&I specific achievements, perks, benefits, etc. are communicated
and D&I messages, statements, and images are readily used).
12. Post all open positions that have been designated as promotional through external recruitment channels in
order to expand your sources for promotions that will enable diversity in leadership.
13. Reconstruct your recruiting lifecycle with diversity best practices, including conduct a formal job analysis,
automate the application process, and invest in technology for an ATS and HRIS in order to track applicants
throughout their employment cycle and to review equal employment opportunities. Consider utilizing the
“KCLC Sample ATS” document until you have access to an automated ATS. Refer to the D&I plan for action
steps. NOTE: The KCLC Sample ATS document was sent directly to the Personnel Office in a separate email.
14. Track and regularly examine your recruiting efforts and practices in order to ensure they are yielding a diverse
slate of candidates.


Recommendations – Recruiting 1-14 address findings: E1, E4, E6, R2-5, S3, A1, A2, L1-2.
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Recommendations – Job Posting & Screening
1.

2.

3.
4.



Offer longer posting periods on external recruiting sources, offer more exam dates, and give applicants the
option to sign up for the exam.
• Research shows this results in more applicants, higher show rates for tests, higher average test scores,
and more diverse applicant pools.
• Consider the potential benefits of outsourcing your test proctoring to a test center. This would allow
maximum flexibility for applicants to test at almost any time.
One of the best solutions to increasing diversity and being more inclusive in recruiting efforts is to have a solid
understanding of D&I and how they show up and impact every step in the recruiting lifecycle. It is critical that
all individuals that have a part in the recruiting lifecycle complete an appropriate training course such as IVY‘s
Recruiting Through a D&I Lens (see appendix for more details). Until then, reconstruct your blind application
process to eliminate identifying information such as race, ethnicity, gender, age, name, educational institute,
graduation date, applicant address, etc. The aim, however, is to increase your capacity in recruiting through a
D&I lens and therefore the use of blind applications will no longer be necessary.
Diversify your applicant screening team in order to broaden perspectives and help more diverse job-seekers to
be able to see themselves at KCLC.
Design a screening protocol that is based on job descriptions that have been vetted through a thorough job
description review.
Recommendations – Job Posting & Screening 1-4 address findings: R1, R2, S1, S3, L1.
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Recommendations – Interviewing
1.

2.
3.
4.

5.
6.



Redesign the interview process so that all applicants have panel interviews. Ensure that all panels provide
consistency in number of interviewers and are made up of a diverse team by race/ethnicity, gender, etc.
Diverse interview panels signal to candidates that the organization values diversity, and panel members with a
wide variety of backgrounds can help check and balance on another’s biases.
Ensure the interview is behavior-based and there is consistency in what questions are asked from the
interview protocol of all candidates who are competing for the same position.
Ensure that all panel members have an equitable voice and influence in the hiring process.
Communicate pre-interview instructions to all candidates, e.g. length of time for the interview, panel style
interview consisting of X number of people including the department manager, supervisor, an employee in the
same role as the open position, etc. This helps put the candidate at ease and know what to expect from the
interview process at KCLC.
Communicate the post interview process with all candidates, e.g. when the applicant can expect to hear from
you, next steps, etc.
Include D&I related interview questions in your interview protocol, particularly for supervisors/managers and
above; e.g. how do you handle performance feedback across demographic differences?
Recommendations – Interviewing 1-6 address findings: R2, I1, L1-2.
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Recommendations - Performance Management
1.

2.
3.

4.



Performance management through annual reviews work best when:
• They are forward-looking, i.e. leaders consistently emphasize the forward-looking elements such as goals
and career conversations.
• Employees have input into their goals and where goals are clearly linked to the organization’s mission and
strategic priorities – employees should be able to see themselves in the big picture.
• Scores/ratings are uncompromised and it is possible to get both the highest and the lowest rating.
• There are no surprises at the end of the year because leaders and direct reports have ongoing, real-time
conversations throughout the year about expectations, priorities, how well the employee is meeting
expectations, areas of improvement, and how the leader can help.
Ensure people leaders are equipped with the support (from their managers and the Personnel Office), the
skills, and tools they need to do effective annual and ongoing performance management.
Ensure ongoing performance management is occurring between leaders and direct reports including
communicating ongoing expectations and engaging in performance conversations. This works best when the
culture supports frequent and open, constructive feedback-sharing (including upward and peer-to-peer
feedback).
Commit to performance standards and reviews that reward and that hold employees accountable for their
work performance.
Recommendations – Performance Management 1-4 address findings : P1, L1-L2.
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Screening Tests - Best Practices
Assessment Requirements

Definitions. Federal law and professional standards recognize the following kinds of evidence to support the use of
assessments for hiring and promotion decisions.

Job Analysis and Job
Relevance

Formal job analysis was conducted and shows that each test component is linked to at least one job task that is (a) important to
effective performance on the job and (b) must be demonstrated at the time of entry to the job.

SME Qualifications and
Diversity

There is evidence that the subject matter experts (SMEs) who participated in test development possessed the relevant subject
matter expertise and were demographically diverse.

Test Reliability

Each test component shows consistent measurement properties over time (test-retest reliability) and across items (internal
consistency reliability).

Construct and Content Validity

There is evidence that each test component measures what it claims to measure, and that the items are a reasonable
representation of the universe of possible test content.

Criterion-related Validity

There is evidence that test scores are correlated with performance of tasks that are important to the job and are not typically
learned on the job (in other words, tasks that are required at entry).

Monitor for Adverse Impact

Periodic analyses are done to measure passing rates by demographic groups (e.g., by race, gender, age), and results are
evaluated for adverse impact against any particular group(s).

Less Discriminatory Alternatives

If adverse impact is present, then:
(a) Employer must show that the assessment is job related and consistent with job necessity (see job analysis and job relevance,
reliability, and validity requirements)
(b) Employer is advised to consider if there is another test or selection procedure available that would be equally effective in
predicting job performance but would have less – or no – adverse impact.

Sources:
Equal Employment Opportunity Commission, Civil Service Commission, Department of Labor, & Department of Justice (1978). Uniform guidelines on employee
selection procedures. Federal Register, 43, 38290-38315.
Society for Industrial and Organizational Psychology (2003). Principles for the validation and use of personnel selection procedures (4th ed.). Bowling Green, OH.
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Screening Tests – Best Practices vs. KCLC Current State
Assessment Requirements

Tests provided by PSI: Verbal Comprehension, Verbal Reasoning,
Numerical Ability, Numerical Reasoning, Visual Speed and Accuracy

Recommendations

Job Analysis and Job
Relevance

NO – as far as could be determined, KCLC has not conducted job analyses
to demonstrate that the jobs for which the PSI tests are used are
substantially similar to any of the occupations for which these tests have
been validated.

Conduct job analysis (Tax Clerk, Building
Inspectors, Permit Technicians)

SME Qualifications and
Diversity

UNABLE TO DETERMINE

Ask test provider to describe the qualifications
and diversity of SMEs who developed/maintain
the tests

Test Reliability

YES – strong evidence for test reliability

Construct and Content Validity

YES – strong evidence that the test components measure general mental
ability and specific (verbal, quantitative, and visual) mental abilities

Criterion-related Validity

YES – strong evidence based on 160 criterion-related studies (not at KCLC
but across industries and occupations), plus a meta-analysis of these studies

Monitor for Adverse Impact

NO – KCLC does not track test scores or monitor for adverse impact

Track test scores and monitor for adverse impact

Less Discriminatory Alternatives

UNABLE TO DETERMINE – because adverse impact has not been
monitored, we cannot determine whether or not this requirement is applicable

If and only if adverse impact is found, consider
less discriminatory alternatives

Source: Ruch, W. W., Stang, S. W., McKillip, R. H., & Dye, D. A. (1994). Employee Aptitude Survey Technical Manual (Second Edition). Glendale, CA: Psychological
Services, Inc.



Best Practices address findings: S2.
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Screening Tests – Best Practices vs. KCLC Current State, continued
Assessment Requirements

Tests provided by Profile Evaluations Inc.: Press Test (reaction speed),
Wonderlic (general mental ability), CPP (personality)

Recommendations

Job Analysis and Job
Relevance

NO – as far as could be determined, KCLC has not conducted job analyses to
demonstrate that the KCLC 911 Dispatcher job is substantially similar to any of the
occupations for which these tests have been validated.

Conduct job analysis (Public Safety / 911
Dispatcher)

SME Qualifications and
Diversity

UNABLE TO DETERMINE

Ask test provider to describe the
qualifications and diversity of SMEs who
developed/maintain the tests

Test Reliability

LIKELY but UNABLE TO DETERMINE. PEI website claims the tests are job-related
and validated for 911 Dispatchers. The Wonderlic and CPP are well-known, wellestablished, and widely-used tests of general mental ability and personality,
respectively. However, technical reports were not available for IVY’s review.

Ask test provider for technical
documentation of test reliability evidence

Construct and Content Validity

Ask test provider for technical
documentation of test validity evidence

Criterion-related Validity

YES – strong evidence that the test battery predicts performance for public safety
communications positions (not at KCLC specifically)

Monitor for Adverse Impact

NO – KCLC does not track test scores or monitor for adverse impact

Track test scores and monitor for adverse
impact

Less Discriminatory Alternatives

UNABLE TO DETERMINE – because adverse impact has not been monitored, we
cannot determine whether or not this requirement is applicable

If and only if adverse impact is found,
consider less discriminatory alternatives

Sources: https://www.pei-911.com/index.htm. CPP test information at https://www.pei-911.com/pt.htm. Profile Evaluations, Inc. (2007-2017). Employee evaluation
program instruction guide, p. 1.
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Screening Tests – Best Practices vs. KCLC Current State, continued
Assessment Requirements

Tests provided by Ergometrics: Interpersonal Skills, Mechanical Reasoning,
Numerical Skills, Reading, Physical Ability, Structured Interview

Recommendations

Job Analysis and Job
Relevance

NO – as far as could be determined, KCLC has not conducted job analyses to
demonstrate that the jobs for which the Ergometrics tests are used are substantially
similar to any of the occupations for which these tests have been validated.

Conduct job analysis (Plant Operators
and Maintenance Mechanics)

SME Qualifications and
Diversity

SOME EVIDENCE – “…the tests were carefully balanced to reflect minority group
representation in all test materials.”

Ask test provider to describe the
qualifications and diversity of SMEs
who developed/maintain the tests

Test Reliability

POSSIBLE BUT UNABLE TO DETERMINE – Available documentation indicated that
the tests were developed based on job analysis research and in association with panels
of job experts. The interpersonal, numerical, and reading skills represent characteristics
that predict performance across a wide range of occupations. However, mechanical
reasoning and physical ability tests usually have adverse impact against female
applicants, and therefore demonstration of business necessity is important. Also,
available documentation indicates these tests were developed for manufacturing jobs in
the paper industry, making job analysis at KCLC especially important.

Ask test provider for technical
documentation of test reliability and
validity evidence

Monitor for Adverse Impact

NO – KCLC does not track test scores or monitor for adverse impact

Track test scores and monitor for
adverse impact

Less Discriminatory Alternatives

UNABLE TO DETERMINE – because adverse impact has not been monitored, we
cannot determine whether or not this requirement is applicable

If and only if adverse impact is found,
consider less discriminatory
alternatives

Construct and Content Validity

Criterion-related Validity

Source: Excerpt from technical documentation, © 1994 ERGOMETRCIS and Scontrino & Associates. Seattle, WA. Manufacturing Skills Series, Introduction, pp. 1-3.
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Screening Tests – Best Practices vs. KCLC Current State, continued
Assessment Requirements

Tests provided by CPS HR Consulting (Supervisor Test)

Recommendations

Job Analysis and Job
Relevance

NO – as far as could be determined, KCLC has not conducted job analyses to
demonstrate that the jobs for which the Ergometrics tests are used are substantially
similar to any of the occupations for which these tests have been validated.

Conduct job analysis (Supervisors)

SME Qualifications and
Diversity

UNABLE TO DETERMINE

Ask test provider to describe the
qualifications and diversity of SMEs
who developed/maintain the tests

Test Reliability

POSSIBLE BUT UNABLE TO DETERMINE – Citing strict security policies and
procedures, CPS HR Consulting demands return of all test materials, including test
overview, description of what the test measures, and sample items. Based on
interview/focus group conversations, it seems likely that the Supervisor Test battery
includes a Situational Judgement Test, and perhaps other components as well.
Situational Judgement Tests (SJTs) are sometimes excellent predictors of job
performance, but SJT quality and effectiveness varies widely and should not be
assumed as a given.

Ask test provider for technical
documentation of test reliability and
validity evidence. If provider will not
provide this information, consider
KCLC’s risk in continuing to use the
test without the opportunity to review
this supporting evidence.

Monitor for Adverse Impact

NO – KCLC does not track test scores or monitor for adverse impact

Track test scores and monitor for
adverse impact

Less Discriminatory Alternatives

UNABLE TO DETERMINE – because adverse impact has not been monitored, we
cannot determine whether or not this requirement is applicable

If and only if adverse impact is found,
consider less discriminatory
alternatives

Construct and Content Validity
Criterion-related Validity
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Appendix

Recommended IVY Training
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Recommended D&I Training
1.

EXECUTIVE DIVERSITY ROUNDTABLE WORKSHOP
• Executive commitment to diversity and inclusion (D&I) is integral to the effectiveness of the initiative. An
important step to successfully implement an effective D&I initiative is to have leaders establish their
commitment; satisfy themselves with the advantages of D&I and that D&I matter to the organization.
• An Executive Roundtable provides the opportunity for leaders to have strategic conversations regarding
leading the organization through a D&I change initiative. This session moves beyond diversity awareness
to educate executives on strategic and operational elements for their business, anticipated benefits,
challenges, and tactics to guarantee success.
• The attendees will have an opportunity to further their own diversity learning and development while
establishing the organizational answers to a series of “difficult” questions. The team will see for
themselves the level of understanding that currently exists, while also determining the level of consensus
regarding certain fundamental assumptions pertaining to D&I and how diversity is implemented. In many
cases they will create the organization’s “answer” that will guide how they wish all employees to approach
D&I within the organization.
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Recommended D&I Training
2.

DIVERSITY AND INCLUSION WORKSHOP FOR HR LEADERS
• Human Resources Professionals play a critical role in leading and supporting diversity and inclusion in
the workplace. They are often expected to be the expert, are asked the toughest questions, and are
faced with challenges at all levels. This full day workshop is built to address the unique needs of Human
Resources.
• Participants learn how diversity and inclusion impact the entire employee life cycle. As they discuss the
challenges and opportunities of an increasingly diverse workforce and marketplace, they will come to
understand their roles and responsibilities, and will practice the skills required to become effective and
trusted consultants to their business managers and colleagues.
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Recommended IVY Training
3.

LEADING CHANGE THROUGH INCLUSION: APPLYING DIVERSITY FOR MANAGERS
• This full day course, designed for managers and supervisors, offers the basics of diversity awareness
and understanding and provides managers with exercises designed to engage them in making
management decisions using a diversity filter. This session assists managers and supervisors in
operationalizing diversity concepts and goals while enabling each participant to construct their own
‘Manager’s tool kit’ for development and learning.
• Participants explore the dimensions of diversity, defining diversity and inclusion. They learn how to
construct the business case for diversity for their organization, and how to communicate it to
stakeholders. Participants will gain an understanding of what diversity is, why it matters to them and their
organizations, and what they are expected to do as leaders in support of diversity and inclusion.

4.

RECRUITING THROUGH A DIVERSITY LENS™
• The demographics of both the talent pool and customer base are changing. Attracting the best talent
requires new skills and competencies. Hiring managers and recruiting staff need an awareness of where
to find a diverse talent pool, how to effectively interact with candidates, and how to assess talent when it
comes in a “different package.”
• Recruiting Through A Diversity Lens ™ provides insights based on IVY’s wealth of experience developing
diversity recruiting strategies for Fortune 1000 and other organizations, interfacing with diverse
executives and associates, and assessing what hiring managers and recruiters do both “right” and
“wrong” during the recruiting, interviewing and hiring process.
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Recommended D&I Training
5.

HAVING DIFFICULT CONVERSATIONS IN A DIVERSE WORKPLACE
• Discussing inappropriate workplace attire, providing feedback during a performance review, asking your
cubicle neighbor to lower the volume when playing his favorite religious music . . . some discussions are
difficult!
• Introduce diversity to the discussion – gender, race, age, religion, etc. – and the conversations may seem
even more difficult. But learning to have those conversations can actually lead to improved workplace
relationships, more effective talent development and . . . your peace of mind.
• Having Difficult Conversations in a Diverse Workplace is a half-day program designed to build skills that
will improve workplace interactions.

6.

AGEISM IN THE WORKPLACE: UNDERSTANDING, RESPECTING, AND APPRECIATING AGE
DIFFERENCES FOR WORKPLACE AND PERFORMANCE IMPROVEMENT
• It has become common for a twenty-something to work alongside a forty- or fifty-something in today’s
complex work environment. Although very familiar with people their own age, workers often enter the
workforce with little appreciation or knowledge of those who are significantly older or younger than them.
• This course highlights the ways in which this diverse mix of workers affords organizations many
opportunities and challenges as they seek to boost the performance and levels of engagement of all of
their workers.
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Recommended D&I Training
7.

WHO’S ON FIRST- PEOPLE VS. PROCESS?
• Today’s workplace requires a balanced focus of the mission and the people required to carry it out. While
most leaders understand the theory of “people as a business enabler”, they often do not understand how
to embed the practice into their daily work.
• In this hands-on workshop, leaders, managers and supervisors will learn ways to identify and change the
systemic corporate processes and procedures that belie a people-centered culture. The participants will
work in small groups to prioritize work tasks, motivate, recognize and reward employees, and present
“out of the box” solutions to old problems.
• The Who’s On First- People Vs. Process? workshop is tailored from existing content to meet the needs of
the organization. IVY will conduct conference calls and/or meetings with the project team to prepare for
the session. Workshops will include up to 30 participants.

8.

THE LANGUAGE OF INCLUSION
• African-American or Black? Latino or Hispanic? Asian or Oriental? As the workforce and marketplace
have changed, questions have been raised regarding what are the “right” words to use. This course
increases awareness of the power and use of language in an increasingly diverse workplace and
marketplace.
• Participants will learn to examine the evolution of the “right” or “preferred” words, examples in which the
“wrong” words were used and the subsequent impact, the importance of speaking for D&I and the
implications of not doing so, the common myths and misconceptions about D&I, and practice speaking for
D&I.
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