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The Government Alliance on Race and Equity (GARE) is a national network of government 
working to achieve racial equity and advance opportunities for all. Across the country,  
governmental jurisdictions are:

• making a commitment to achieving racial equity;

• 

• working in partnership with others.

for the achievement of racial equity in our communities.

• supporting  jurisdictions that are at the forefront of work to achieve racial equity. A few 

• developing a “pathway for entry” into racial equity work for new jurisdictions from across 
the country. Many jurisdictions lack the leadership and/or infrastructure to address issues 
of racial inequity. Using the learnings and resources from jurisdictions at the forefront will 
create pathways for the increased engagement of more jurisdictions; and,

• 
focused on achieving racial equity. To eliminate racial inequities in our communities, devel-

community, and leveraging institutional partnerships.

 

ABOUT THE GOVERNMENT  
ALLIANCE ON RACE & EQUITY
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I. What is a Racial Equity Tool?

a racial equity tool can help to develop strategies and actions that reduce racial inequities and 
improve success for all groups. 

Too often, policies and programs are developed and implemented without thoughtful con-

structure for institutionalizing the consideration of racial equity.

A racial equity tool:

• proactively seeks to eliminate racial inequities and advance equity;

• engages community in decision-making processes;

-
tended consequences of a decision, and develops strategies to advance racial equity and 
mitigate unintended negative consequences; and,

• develops mechanisms for successful implementation and evaluation of impact.

Use of a racial equity tool is an important step to operationalizing equity. However, it is not 

in order to advance racial equity. To transform government, we must normalize conversations 

For more information on the work of government to advance racial equity, check out GARE’s 

-

II. Why should government use this Racial Equity Tool? 
From the inception of our country, government at the local, regional, state, and federal 
level has played a role in creating and maintaining racial inequity. A wide range of laws and 

who could own property, who was property, where one could live, whose land was whose 
and more. With the Civil Rights movement, laws and policies were passed that helped to 
create positive changes, including making acts of discrimination illegal. However, despite 

health, regardless of region.

-

institutions and structures will continue to perpetuate racial inequities. Government has the 

-
ernmental operations. 

Local and regional governmental jurisdictions that are a part of the GARE are using a racial eq-
uity tool. Some, such as the city of Seattle in Washington, Multnomah County in Oregon, and 
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• -

-

-

checks in employment decisions.

Multnomah County’s Equity and Empowerment Lens is used to improve planning, deci-

-

• deconstructing what is not working around racial equity;

• reconstructing and supporting what is working;

• healing and transforming our structures, our environments, and ourselves.

Numerous Multnomah County departments have made commitments to utilizing the Lens, 
-

partners on how Multnomah County conducts equity analysis. 

Madison has used their racial equity tool.

For jurisdictions that are considering implementation of a racial equity tool, these jurisdictions 

Foundation and Race Forward.  

customize a tool.

the city of Madison has used their racial equity tool. 

Please note: In this 
Resource Guide, we 
include some data 
from reports that fo-
cused on whites and 
African Americans, 
but otherwise, pro-
vide data for all ra-
cial groups analyzed 
in the research. 
For consistency, 
we refer to African 
Americans and 
Latinos, although in 
some of the original 
research, these 
groups were referred 
to as Blacks and 
Hispanics. 
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III. Who should use a racial equity tool?

effectiveness.

• Government staff:

meaning all governmental functions, and depth, meaning across hier-

routine operations. 

direction provided to department directors, and in the questions asked 

-

equity tool within their own organizations to also advance racial equity.

IV. When should you use a racial equity tool?

equity goals and desired outcomes. Using a racial equity tool more than once means that equity 
is incorporated throughout all phases, from development to implementation and evaluation. 

V. The Racial Equity Tool 
The Racial Equity Tool is a simple set of questions:

1. Proposal: 
What are the desired results and outcomes? 

2. Data: What’s the data? What does the data tell us?

3. 

4.
are your strategies for advancing racial equity or mitigating unintended consequences?

5.  What is your plan for implementation? 
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6. 

and evaluate results?

The following sections provide a description of the overall questions. Once you are ready to 

STEP #1

these steps) at hand is critical. 

-

share a common systematic approach to measurement. This approach emphasizes the impor-

• Results are at the community level are the end conditions we are aiming to impact. Com-

• Outcomes are at the jurisdiction, department, or program level. Appropriate performance 
measures allow monitoring of the success of implementation of actions that have a rea-

-
sures respond to three different levels: 

a. Quantity—how much did we do?

for impact. To ultimately impact community conditions, government must partner with other 
institutions and the community. 

2. What are the intended results (in the community) and outcomes (within your organization)? 

• Children and youth

• Community engagement

• Contracting equity

• Criminal justice

• Economic development

• Education

• Environment 

• Government practices

• Health

• Housing 

• Human services

• Planning and development

• Transportation

• Utilities

• Workforce equity
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STEP #2

Measurement matters. When organizations are committed to racial equity, it is not just an as-

Using data appropriately will allow you to assess whether you are achieving desired impacts. 

results. The enormity of racial inequities can sometimes feel overwhelming. For us to have 
impact in the community, we must partner with others for cumulative impact. The work of 

-
cy outcomes and performance measures. 

Performance measures allow monitoring of the success of implementation of actions that have 

1, performance measures respond to three different levels: 

—how much did we do?

—how well did we do it? 

-
sired, we also know there are inherent measurement challenges. You should assess and collect 

-

regions)? What are the racial demographics of those living in the area?

Data Resources

Federal
• 

• 

• (CDC) http://wonder.cdc.gov



Government 
Alliance on  

Race and Equity

TOOLKIT

Racial Equity 
Toolkit: An 

Opportunity to 
Operationalize 

Equity

9
State

 and the US Census  

Local
 and the US Census  

research literature. 

STEP #3 

 

-

phases of a project, and maintaining clear and transparent communication as the policy or 

of government in creating and maintaining racial inequities, it is not surprising that commu-

transportation, or childcare. For communities with limited English language skills, appropriate 

-

recommendations and/or thoughts that come out of the small groups (e.g. Have a list of 
all the groups you met with and a summary of the recommendations from each.  That way 
you have documentation of what came up in each one, and it is easier to demonstrate the 
process).  

such as the hand-held voting devices, written comments that you collect, small groups, 

lead to the participation of fewer voices.  Another approach is to use dyads where people 
“interview” each other, and then report on what their partner shared.  Sometimes people 

• Use trusted advocates/outreach and engagement liaisons to collect information from 

sharing and reporting that information in a transparent way allows you to share it with 



Government 
Alliance on  

Race and Equity

TOOLKIT

Racial Equity 
Toolkit: An 

Opportunity to 
Operationalize 

Equity

10

-
volving stakeholders:

-

development of this proposal?

groups? 

racial inequity related to this proposal? 

STEP #4

-

-

-

-

-

can decrease the need for programs.

policy that is designed to increase the likelihood of success for people coming out of in-
carceration, it is not a singular solution to racial inequities in the criminal justice system. 
To advance racial equity in the criminal justice system, we need comprehensive strategies 

1. Given what you have learned from the data and stakeholder involvement, how will the 
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2. What are potential unintended consequences? What are the ways in which your proposal 

3. Are there complementary strategies that you can implement? What are ways in which 

will you partner with stakeholders for long-term positive change?

STEP #5

important to focus on thoughtful implementation.   

• realistic?

• adequately funded?

• adequately resourced with personnel?;

• adequately resourced with mechanisms to ensure successful implementation and 
enforcement?

community engagement?

STEP #6

important in seeing whether the program or policy has worked. Developing mechanisms for 
-

vanced. 

-
-

nation of root causes of inequities are actually implemented. 

 to develop messages and a communications strategy.
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-

comes? Are you having impact in the community? 

2. What are your messages and communication strategies that are will help advance racial 
equity?

3. How will you continue to partner and deepen relationships with communities to make 

VI. What if you don’t have enough time?
The reality of working in government is that there are often unanticipated priorities that are 

time to do a full and complete application of a racial equity tool, it is important to acknowledge 
that even with a short time frame, asking a few questions relating to racial equity can have a 

turn around” decisions: 

• What are the racial equity impacts of this particular decision?

• 

• Are there strategies to mitigate the unintended consequences?

VII. How can you address barriers to successful 
implementation?
You may have heard the phrase, “the system is perfectly designed to get the outcomes it does.”  

-
tural levels. As a part of institutions and systems, it is often a challenge to re-design systems, 

provide training, mentoring, and support for managers and staff who are using the tool. GARE 
has a training curriculum that supports this Toolkit, as well as a “train-the-trainer” program to 
increase the capacity of racial equity advocates using the Toolkit. 

• a lack of support from leadership; 

• 

• a lack of support for implementing changes; and,

•  

• -
-

mentation and to create a learning culture; 

• 
-

ment and staff will know that it is an important priority; 

• 
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• 

 

-
mitment and momentum.

equity strategies?
Using a racial equity tool is an important step to operationalizing equity. However, it is not 

in order to advance racial equity. To transform government, we must normalize conversations 

GARE is seeing more and more jurisdictions that are making a commitment to achieving racial 
-

regional government from across the country to advance racial equity, please let us know.  
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APPENDIX A

Glossary of Frequently Used Terms

Bias
Prejudice toward one group and its 
members relative to another group. 

Community Indicator
The means by which we can mea-
sure socioeconomic conditions 
in the community. All community 
indicators should be disaggregated 
by race, if possible. 

Contracting Equity
Investments in contracting, consult-
ing, and procurement should ben-

serves, proportionate to the jurisdic-
tions demographics.

Equity Result
The condition we aim to achieve in 
the community.

Explicit Bias
Biases that people are aware of and 
that operate consciously. They are 
expressed directly. 

Implicit Bias
Biases people are usually unaware 
of and that operate at the subcon-
scious level. Implicit bias is usually 
expressed indirectly. 

Individual Racism
Pre-judgment, bias, or discrimination 
based on race by an individual. 

Institutional Racism
Policies, practices, and procedures 
that work better for white people 
than for people of color, often unin-
tentionally. 

Performance Measure
Performance measures are at the 
county, department, or program 
level. Appropriate performance 
measures allow monitoring of 
the success of implementation 
of actions that have a reasonable 

contributing to results. Performance 
measures respond to three different 
levels: 1) Quantity—how much did 
we do?; 2) Quality—how well did we 
do it?; and 3) Is anyone better off? A 
mix of these types of performance 
measures is contained within the 
recommendations.

Racial Equity
Race can no longer be used to pre-
dict life outcomes and outcomes for 
all groups are improved. 

Racial Inequity
Race can be used to predict life 
outcomes, e.g., disproportionality in 
education (high school graduation 
rates), jobs (unemployment rate), 
criminal justice (arrest and incarcer-
ation rates), etc. 

Structural Racism
A history and current reality of 
institutional racism across all institu-
tions, combining to create a system 
that negatively impacts communi-
ties of color. 

Workforce Equity
The workforce of a jurisdiction 

including across the breadth (func-
tions and departments) and depth 
(hierarchy) of government.
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APPENDIX B

City of Seattle Racial Equity Toolkit

-

-

of performance measures for department heads.
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APPENDIX B: CITY OF SEATTLE RACIAL EQUITY TOOLKIT
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Step #1 
What is your proposal and the desired results and outcomes?  

to this as a “proposal” in the remainder of these steps)

2. What are the intended results (in the community) and outcomes (within your own organi-
zation)? 

  Children and youth   Health

  Community engagement   Housing

  Contracting equity   Human services

  Economic development   Parks and recreation

  Education    Planning / development

  Environment    Transportation

  Government practices   Workforce equity  

  Other _____________________

Step #2
What’s the data? What does the data tell us? 

-
gions)? What are the racial demographics of those living in the area?

racial inequities? 

APPENDIX C

Racial Equity Tool Worksheet
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APPENDIX C: RACIAL EQUITY TOOL WORKSHEET 

Step #3
How have communities been engaged? Are there opportunities to expand 
engagement?

-

development of this proposal? 

groups? 

racial inequity related to this proposal? 

Step #4 
What are your strategies for advancing racial equity? 

1. Given what you have learned from research and stakeholder involvement, how will the pro-

proposal?

2. What are potential unintended consequences? What are the ways in which your proposal 

-

you partner with stakeholders for long-term positive change?

Step #5
What is your plan for implementation?  

Realistic?

Adequately funded?

Adequately resourced with personnel?

Adequately resources with mechanisms to ensure successful implementation and en-
forcement?

-
munity engagement?
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Step #6
How will you ensure accountability, communicate, and evaluate results? 

-
comes? Are you having impact in the community?

2. What are your messages and communication strategies that are will help advance racial 
equity?

3. How will you continue to partner and deepen relationships with communities to make sure 

APPENDIX C: RACIAL EQUITY TOOL WORKSHEET 
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 Project Tool(s) Used Purpose & Outcomes  

2015–2016 work 
plan

Equity & Em-
powerment 
Lens  
(Mult. Co.)

Adopted new mission, vision, work 
plan, and evaluation plan with racial 
equity goals

Streets Division Analysis of neigh-

pickup 
(comprehen-
sive)

Recommendations to adjust large item 
-

hood & seasonal needs

Madison Out 
of School Time 
(MOST) Coalition

Strategic planning  
(fast-track)

Adopted strategic directions, including 

equity analysis

Madison & Dane 
County

-
censing ordinance (comprehen-

sive)
-

icy through more inclusive outreach; 
updated policy adopted

Fire Department Planning for new 
(comprehen-
sive)

Recommendations for advancing racial 
equity and inclusive community en-
gagement; development scheduled for 
2016–2017

Metro Transit Succession plan-
ning for manage-
ment hires

-

checklist

First woman of color promoted to 
Metro management position in over 20 
years

Human Resources 
Department

2015 & 2016 work 
plans (fast-track & 

comprehen-
sive)

plan to include stakeholder input (est. 
10/15)

Human Resources 
Department

City hiring process
(comprehen-
sive)

Human Resources 2015 racial equity 
report: http://racialequityalliance.
org/2015/08/14/the-city-of-madi-
sons-2015-human-resources-equity-
report-advancing-racial-equity-in-the-
city-workforce/ 

Economic Devel-
opment Division District project (comprehen-

sive)

10 recommendations proposed to Local 
Food Committee for incorporation into 
larger plan

Madison & Dane 
County

Strategic planning  
(fast-track) input, racial equity priorities, to guide 

APPENDIX D

Applications of a Racial Equity Tool  
in Madison, WI
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 Project Tool(s) Used Purpose & Outcomes  

Planning, Commu-
nity & Econ. Devel. 
Dept.

Judge Doyle 
Square develop-

-

 
 (fast-track); 
ongoing con-
sultation

Highlight opportunities for advance-
ment of racial equity; identify potential 
impacts & unintended consequences; 

Parks Division Planning for 
-

ground

Ensure full consideration of decisions 
-

ers, with a focus on communities of 
color and traditionally marginalized 
communities, including people with 

Fire Department Updates to pro-
motional process-
es

-
tus Engineer promotions)

APPENDIX D: APPLICATIONS OF A RACIAL EQUITY TOOL IN MADISON, WI
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