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MEMORANDUM
TO:

Mayor Leahy and Members of the City Council

FROM:

Eileen Donoghue, City Manager

DATE:

November 10, 2020

SUBJECT:

Informational Report – Human Resources Assessment

CliftonLarsonAllen (CLA) has completed the City’s human resources and diversity, equity, and inclusion
assessment and has provided a final report to the City detailing their methodology, data collected, analysis of
findings and recommendations. A copy of the report is enclosed.
CLA undertook a thorough and comprehensive process in examining the City’s hiring and HR practices as they
relate to DE&I as well as the City’s workforce culture more broadly. Information considered in the course of the
approximately 5-month long assessment included an anonymous online survey sent to 900 City employees, one-onone interviews with department heads and managers, a widely disseminated public survey, and a review of all HR
forms, policies, and processes.
As determined through the course of the assessment, there are distinct opportunities for the City to implement
improvements that will aid in the recruitment and retention of qualified and high skilled staff and in cultivating a
diverse, equitable and inclusive culture within our workforce. CLA’s report offers a series of 19 recommendations
based on their findings that would serve to advance these critical objectives.
Among the foremost recommendations offered by CLA is the hiring of a Diversity, Equity and Inclusion Officer. As
you are aware, the City took an important step towards implementation of this key recommendation by including
funding for the position in the FY2022 budget. With CLA’s recommendations for the specific details of this position
now available, the Administration intends to move forward with the creation of this position in the coming weeks.
Overall, CLA’s assessment and final report provides a valuable roadmap by which the City can continue to enhance
initiatives around diversity, equity, and inclusion and ultimately foster a workforce that is better positioned to serve
Lowell’s diverse community. Arriving at this goal will require the continued commitment and sectors of our
organization. The Administration is committed to adopting and adhering to a cohesive and sustained diversity,
equity and inclusion strategy based on the recommendations offered in this report, and will keep the City Council
apprised of key developments going forward.
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Executive Summary

The City of Lowell (“the City”) engaged CLA to conduct an independent assessment of its Human
Relations (Human Resources or HR) function, with particular emphasis on hiring practices as they relate
to Diversity, Equity and Inclusion (DE&I). Our scope of our work did not include the City of Lowell Public
School (LPS) system as a previous assessment of HR had already been conducted for the LPS in late
2018. It should be noted that while the ask of CLA was to examine the City’s HR function and hiring
practices as they pertained to DE&I we felt it important to take a more holistic look at the City’s
workforce culture, including how current employees both understand and perceive the DE&I efforts and
practices of the City.
During the assessment process, the CLA team conducted an exhaustive data gathering and analysis that
included:
•
•
•
•

An anonymous online survey made available to nearly 900 of the City’s ordinance and nonordinance employees
One on one interviews with nearly 30 department heads and managers
An anonymous, publicly available community applicant experience survey
A full “employee lifecycle” assessment of the City’s HR function along with hundreds of relevant
forms, policies, and processes, including hiring practices and current/historical data. This
assessment also included one on one interviews with members of the HR Department, including
the Director and Assistant Director of Human Resources as well as the Personnel Assistant.

Data sources are organized into sections as noted above, with each having some or all of the following
subsections:
•
•
•
•

Introduction/Approach
o A basic summary of how and why particular data was obtained and analyzed, the
structure of that process, and the audience targeted
Observations/Findings
o Based on the data collected, what our observations and analysis revealed at both a high
and targeted level
Limitations
o Any limitations, if present, in our ability to access certain data and/or reach conclusions
Summary
o Additional and/or concluding thoughts and perspective

The HR assessment section is broken into several specific areas of the HR function/employee lifecycle.
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Remaining sections include:
• Recommendations
o A list of all recommendations from CLA as well as recommended roles/responsibilities
and index of recommendations by analysis area and priority
• Final Summary
• DE&I Outreach Playbook and Guide
• An appendix including pertinent documents, forms etc.
Area of particular note or relevance are supported visually by data and graphs that will be helpful in
more fully understanding the basis for our findings and recommendations.
While some recommendations may overlap between HR and DE&I some may also belong exclusively to
one or the other. As such, when determining action steps going forward there may be
recommendations that are both HR and DE&I priorities.
Our engagement began with a kick-off meeting to align on scope, timelines, overall expectations and
cadence of communication and deliverables; this meeting included the City Manager, Assistant City
Manager, Director of Human Relations, Executive Assistant-Communications and the CLA engagement
team. A bi-weekly check-in meeting between the CLA and City engagement teams was established to
ensure timely communication and understanding of the engagement status, any obstacles the CLA team
might be encountering, resources needed, and as-needed input and/or decisions by the City team.
While these meetings were primarily attended only by Assistant City Manager and Director of Human
Relations, these check-ins proved invaluable and our team was generally provided what it needed in a
timely fashion.
This report reflects the results of the CLA assessment. Based on the results of this assessment, the City
of Lowell has opportunities for improvement in multiple areas.
CLA cannot and does not provide legal advice. It is important that the City of Lowell consult with
qualified labor counsel before adopting any new HR policies. It is also the City of Lowell’s responsibility
to determine whether legal review of the work product is necessary prior to implementation.

Introduction

The City of Lowell and Its Workforce

The City of Lowell is the 4th largest city in the Commonwealth of Massachusetts with a population of
111,306 residents (2019). Nearly 30% of all Lowell residents were born outside of the United States,
more than twice the national average and nearly twice the Massachusetts average. A wide array of
languages are spoken other than English, including Spanish, Khmer, Portuguese, Swahili and
Vietnamese, among many others.
This assessment does not include the City of Lowell Public Schools. Approximately 50% of the City’s non
LPS employees are in Public Safety (Police/Fire).
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Active employees as-of March 2021:

DATA GATHERING AND ANALYSIS
Introduction

The success of any assessment, especially one of this magnitude and import to the City, is dependent on
the ability to obtain relevant and meaningful information and data. As such our efforts in gathering data
were broad and deep, examining both perceptions and understanding (via surveys and interviews) and
administrative data (forms, processes, systems, policies, internal communications, reports). The
following sections summarize our approach and findings in our online survey and one on one interview
data gathering processes. Temporary hiring (i.e. summer youth) was not factored into this process.

ONLINE DIVERSITY, EQUITY & INCLUSION PRACTICES SURVEY – ACTIVE EMPLOYEES
Introduction/Approach

The CLA team felt it vitally important to ask the City’s employees about their own experiences,
perceptions, and understandings of the City’s commitment to a diverse, equitable and inclusive culture.
The CLA team developed a comprehensive 46-question online survey using Survey Monkey technology,
titled “City of Lowell Diversity, Equity and Inclusion Survey.” The target audience included all City of
Lowell employees, including managers (not including City of Lowell Public School employees). We asked
employees to provide feedback in a number of areas, including:
•
•
•

The City’s commitment to DE&I (including leadership’s commitment)
Culture/Environment – treatment of employees, what’s acceptable/what’s not
Processes and procedures for hiring, reporting concerns etc.
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•

“Additional thoughts” and open-ended feedback.

Participants were informed that their responses were 100% voluntary and confidential, and that the
survey had an expected completion time of 10-15 minutes. Definitions of important terms were
provided at the beginning of the survey as was the instruction to complete the survey in one sitting.
Participants were provided with 25 calendar days (approximately three and a half weeks) to complete
the survey. The survey was sent to a total of 885 employees. Questions 40 through 45 were
demographic questions that allowed for more specific analysis without breaching confidence – any
group with less than 5 participants is not identified.

For a copy of the “Online Diversity, Equity & Inclusion Practices Survey” questions see
APPENDIX document 2.0

Observations/Findings

Of 885 possible respondents, 321 surveys were completed, resulting in a 36% response rate. While CLA
was hopeful that at least a 40-50% response rate would be received, given that a) the survey was
voluntary, and b) many employees were concerned about true anonymity around a survey topic that can
be both sensitive and polarizing for many, we feel the 36% response rate was sufficient to provide
meaningful data for our assessment. Not surprisingly, over 36% of the responses were received from
the police and fire departments, which represent approximately 50% of all City of Lowell employees.
40% of all responses received were completed within the first week; 29% within the second week; 14%
within the third week; and the remaining 16% in the final week. The CLA team provided weekly
reminders to all City employees.
Departmental responses were broken down as follows (excluded responses were those that were
incomplete or not filled out properly):
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The average overall score for all employee responses on a scale of 1-100 was 76
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A snapshot of the highest five scores across all departments is as follows:

Within the highest scores (including above) there were three notables data points:
1. “People of all religions are treated with respect in my department.”
When compared by both race and gender, scores were very strong - over 50% of all responses across all
categories scored this question at or near 100.
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2. “People who speak English as a second language are treated with respect in my department.”
Similar to religion, participants across all categories scored this question very high, with many responses
from females scored at 100.
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3. “People who are immigrants are treated with respect in my department”
Similar to the scores regarding religions and ESL survey respondents reported very strong scores in
how immigrants are treated within their department.

A snapshot of the lowest five scores across all departments is as follows:

Within the lowest scores (including above) there were three notables data points:
1. “There is a career development path for all employees at the City of Lowell”
There is a clear variance between how women responded compared to men, and how
White/Caucasian answered compared to People of Color. 25% of women scored the question a 16
or below, with another 25% scoring between 16 and 50; thus, half of female respondents to this
question rated the city of Lowell at 50 or below for career development path. Only 25% of men
scored this question at 50 or below. 25% of People of Color also scored this question at 16 or
below, with 50% scoring at 51.5 or below; White/Caucasian respondents were more concentrated
around higher scores, with 25% scoring below 31, and 50% scoring below 60.
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2. “I feel included and respected within the city of Lowell”
There is a similar variance observed between how women answered compared to men, and how
White/Caucasians answered compared to People of Color. 25% of women scored this question a 51
or below, with another 25% scoring between 51 and 80; 25% of men scored this question at 70 or
below, meaning 75% of men scored the question above 70. 25% of People of Color also scored this
question at 25 or below, with 50% scoring at 72 or below; White/Caucasian respondents were more
concentrated around higher scores, with 25% scoring below 70, and 50% scoring below 87.
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3.

“I see strong leadership support of the City of Lowell’s value of diversity and inclusion”
When repeating the same process of quartile analysis, 25% of women scored this question a 40 or
below, with another 25% scoring between 40 and 75. This means half of the female respondents
to this question rated the city of Lowell at 75 or below. 25% of men scored this question at 64 or
below, with 50% of men scoring below 83. The bottom 50 percent answers were very similar, with
the exception or more men being concentrated between 64 and 83. This shows a slight variance in
how women feel compared to men in regard to leadership support over inclusion. The variance
was slightly larger when looking at race as well. 25% of People of Color also scored this question at
25 or below, with 50 percent scoring at 65 or below; White/Caucasian respondents were more
concentrated around higher scores, with 25% scoring below 51, and 50% scoring below 82. This
indicates that 50% of White/Caucasian answered anywhere from 82-100 whereas the same
percentage of people of color answered from 65 or up.

The survey also included five specific opportunities for open ended feedback and “additional thoughts”;
total responses per feedback request ranged from 36 to 55, with a total of 221 responses received (with
multiple responses received from the same individuals). An average of 45 open ended responses per
request represents approximately 14% of all respondents and the sentiments of approximately 5% of all
employees. Response totals also included “N/A” or “none” responses.
While there were certainly those who felt that the City and/or their respective coworkers/department/supervisor were respectful and supportive, the primary themes that emerged
from the open-ended feedback were perceptions of favoritism in hiring, evaluation, promotion, and
compensation decisions. It should be noted that similar feedback was received in the
community/applicant survey. Similarly, there is a perceived lack of career paths and opportunities and
the sentiment that merit and performance are not factors when it comes to opportunities for career
growth and development. Concerns with the quality and commitment to training, particularly in the
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area of DE&I were expressed often. The question of whether leadership was truly committed to DE&I
was raised, including whether the City Council and City Manager’s office were aligned on that
commitment. Lastly, it should be noted there are others who feel that, because their views are seen as
more conservative, they are not feeling included and that their voices are being silenced.
Whether accurate or not, the perception among many employees still exists that “who you know” is a
factor in the City’s employment practices. As will be noted in the Human Resources section, the lack of
usage of appropriate and available tools (i.e. use of MUNIS technology’s HR modules) and reliance on
manual, paper-based processes presents a challenge in the assessment of whether or not favoritism is
truly a factor or not.

Limitations

As noted above, the overall completion rate was 36% however open-ended feedback represented
approximately 5% of all employees.

1:1 INTERVIEWS – DEPARTMENT HEADS AND MANAGERS
Introduction/Approach

An organization’s managers and leaders are both the eyes and ears of the organization as well as its
culture ambassadors. As such, the CLA team felt the one-on-one, live interview process with the City’s
Department Heads and managers was a critical piece of the overall assessment. The CLA team
developed a comprehensive 46-question interview tool that was captured live in Microsoft Forms and
then uploaded to Microsoft Power BI technology. We asked interviewees to provide feedback in a
number of areas, including:
• Their understanding of the meaning of Diversity, Equity, and Inclusion
• The City’s commitment to DE&I in its hiring practices and training opportunities
• Their own role in a DE&I culture as well as that of HR and the City Manager offices
• “Additional thoughts” and open-ended feedback.
A communication from the City Manager was sent to all participants ahead of time.

For a copy of the “1:1 Interviews – Department Heads and Managers” interview questions
see APPENDIX document 3.0

Observations/Findings

(26) City Department Heads/Managers were interviewed by Zoom or phone by CLA. The vast majority
of participants were categorized by interviewers as “focused” and “talkative” to “very talkative” with
interview times taking approximately 45 – 60 minutes. Most understood the reason for the
assessment though some were not entirely sure why they were being interviewed. Interviewees had
both common and varying areas of understanding and perspectives on why our assessment was being
completed, the City’s HR processes, their roles in leading a culture of DE&I and what was working well
and/or could be improved:
• The hiring processes within departments seem to vary widely; for example, some indicated
that HR set up their interviews while others set up their own; others felt HR was potentially
screening out resumes beforehand while others did not feel this was the case. Certain hiring
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•
•

•
•
•
•

•
•
•
•

•
•

managers involved their teams in the hiring process while others were more limited.
Most were able to define the meanings of Diversity, Equity, and Inclusion, though there was
significant overlap between the definitions particularly between Equity and Inclusion.
35% of interviewees answered “no” as to whether there have been DE&I efforts made by the
City in the past. Many cited inconsistencies in these efforts due in part to the two and six-year
tenures of City Council and City Manager incumbents respectively, and the resulting shift in
platforms/priorities. However, there’s a sentiment that the current City Manager has made
DE&I more of a priority and that things are moving in a positive direction.
There were also concerns about the inconsistency of DE&I related training though the belief is
that there has also been a slight improvement in recent years.
A DE&I working group was formed that reached out to the community and non-profits though
the group has not been as active as originally hoped.
A theme we heard consistently throughout all of our data gathering, including from
Department Heads/Managers was the reality of budget constraints and understaffing in the
Human Resources Department.
There was also an understanding that the (22) unions that represent many of the City’s
employees have CBAs/protocols that may or may not provide the City with the same flexibility
and discretion as it has with non-represented (Ordinance) employees. Police/Fire in particular
are limited in many respects by Massachusetts Civil Service protocols.
Most hiring managers understood the hiring process and while some expressed satisfaction
with the current process many expressed concern with the manual nature of the process,
reliance on paper and the capacity of HR to be true recruiters vs. simply just posting jobs.
While some hiring managers seemed to be aware of the diversity of their applicant pools
others did not, nor were they sure if this was even being tracked, thus making it difficult to
know whether their DE&I recruiting efforts were successful or not.
There was also a sentiment that more manager training (i.e. interviewing skills, DE&I, “HR 101”
skills) is necessary and should be more strongly enforced. Those who have had DE&I training in
the recent past graded the trainings an average of 5 out of 10.
There was an inconsistency seen in the emphasis of DE&I in recruiting efforts, and a
frustration with the City’s reliance on job postings reflecting only EEO statements to express
the City’s commitment to DE&I. Others have pushed for bi-lingual applicants but have not
always been successful in having that requirement approved.
Compensation came up frequently as an area that the City is hampered by when it comes
attracting qualified candidates.
Some hiring managers/department had success stories to share:
o The Superintendent and Lowell PD have made an effort to provide exam informational
sessions and exam subsidies, pursue waivers, leverage the lived experience component
of the civil service exam qualifications, and reach kids and People of Color (POC) by
utilizing POC within the LPD as ambassadors.
o Key hires have been made including the Building Inspector (Asian) and first ever female
head of the DPW.
o The Career Center formed their own DE&I group with related trainings being offered,
and are being more proactive by utilizing local access cable and vocational schools.
o The Elections department, where historically poll/election workers were “friends of
friends,” has more recently successfully reached out and hired workers that spoke a 2nd
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•

language.
Most felt the primary responsibility for DE&I was with HR and the City Manager, with some
also indicating that DE&I was everyone’s job; however, several felt that a Diversity, Equity and
Inclusion Officer or Specialist is necessary in order to realistically plan and execute on DE&I
goals and strategy for the City.

Limitations

Some departments had little to no regular hiring volume and thus the Department Heads/Managers
for those departments were limited in their ability to weigh in on the City’s hiring process. The
Superintendent of the Lowell PD and Fire Chief were both very engaged and had some great
insight/ideas but admitted on several occasions that they were also limited by the state’s Civil Service
exam protocols and processes.

ONLINE COMMUNITY-APPLICANT EXPERIENCE SURVEY
Introduction/Approach

An online survey was developed for members of the community to provide feedback on their
experiences with the City’s application and/or hiring process. The survey was designed by CLA (using
the Survey Monkey survey platform) and provided to the City for distribution. The survey was posted to
the City’s website and social media pages including Facebook and Twitter and emailed to a list of
approximately 150 community/partner organizations. It was also sent out as a press release to local
outlets. The survey included 10 primary questions (including an opportunity for additional thoughts and
open-ended feedback) and five demographic questions (age group, veteran status, gender identity,
disability, and race/ethnicity). The survey was posted for 11 calendar days.

For a copy of the “Online Community-Applicant Experience Survey” questions see APPENDIX
document 4.0
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Observations/Findings

54 total responses were received. Slightly more than 50% of those who responded had applied to the
City one or more times within the past three years. Nearly every department had been applied to with
the exception of Veterans Services, Senior Center, Retirement, MIS, Engineering and Development
Services. Areas of note:
•
•
•
•
•

•
•

Nearly 48% of applicants indicated they’d not received a response to their application
Nearly 48% indicated that they’d not been interviewed
Approximately 60% were not hired
94% of those not hired were not provided a reason for not being hired
Feedback included:
o “I revoked my candidacy due to the high number of requested interviews, and later
found racist incidents from that organizations.”
o “I was told the role was given to someone the hiring manager has known for over a
decade.”
o “I was their second-choice candidate and the first candidate did not work out.”
o “Good communication, HR was very prepared and clear on process.”
o “HR Director and staff were very professional.”
Respondents were asked to rate their experience with the City of Lowell hiring process on a
scale of 1-100, from “very negative” to “very positive.”
o The average rating was 37
Additional feedback was mixed and included:
o Never receiving an acknowledgment of resume receipt or reason for not hiring
o Perception of favoritism – it’s “who you know”
o Process takes too long including from date of acceptance to date of hire
o Process too cumbersome, over-reliant on paper

Limitations

The size of the survey sample and number of respondents was relatively small; however, some of
themes that emerged were also themes that emerged in both the current employee and Department
Head/Manager surveys.
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HUMAN RESOURCES ASSESSMENT
Introduction/Approach and the Employee Lifecycle

CLA conducted a review of the City’s Human Resources function, evaluating both general HR practices
and procedures as well as how those practices and procedures supported or did not support the City’s
DE&I efforts. An initial document request list was provided to the HR department, and most documents
were able to be provided in a reasonable format and period of time.
The employee lifecycle identifies the different stages an employee advances through in an organization
and the role that Human Resources plays in optimizing that progress. CLA reviewed all aspects of the
employee lifecycle including but not limited to recruitment, orientation, retention, and termination.
Areas that were reviewed included:










Organizational Structure and Function
Orientation
Retention
Discipline and Termination
Employee Performance Management
Training and Development
Total Rewards
Human Resource Policies and Procedures
Federal and State Compliance

ORGANIZATIONAL STRUCTURE AND FUNCTION
Observations/Findings

According to the City’s organizational chart, the “Human Relations” or “Human Resources” department
reports to directly to the Chief Financial Officer (CFO) in the City Manager’s office. Currently there are
four roles within the City’s HR department:




Human Relations (HR) Director
o Has been with the City and in her role for many years and is charged with leading
the department, focusing primarily on employee relations matters including
working with the law department on grievances and in union negotiations. Also
“jumps in” where necessary to keep up with demands of the HR department.
Indicated that she is nearing retirement though no definitive timeframe was
expressed.
Assistant HR Director
o Serves as the City’s HR Generalist, supporting many different areas of HR
including onboarding, benefits, unemployment, budgeting, and employee
questions. Some crossover with HR Director. Eight years of experience in HR,
Society of Human Resources Management (SHRM) certified, with a Master’s
degree in Health Management and Informatics.
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Personnel Assistant
o Handles new hires and paperwork, some retirement and benefits help, sending
out notices, job postings, job descriptions, invoices, tracking budget,
reimbursements, helping customers.
Benefits Coordinator
o Administrative support for medical, dental, and other benefits. Also provides
benefits support to the Lowell Public Schools employees.

Not surprisingly, given how lean the staffing levels are within the HR department both the HR team and
many of our survey/interview respondents believe that the HR department is understaffed and that it’s
work is viewed as primarily transactional and administrative in nature. According to SHRM and
Bloomberg BNA’s HR Department Benchmarks and Analysis, HR staff to employee ratios have varied over
the past several years from 1:100 to 1.4:100 FTE (full-time equivalents). At approximately 1,000
employees, the City of Lowell’s HR ratio is .4:100 not including the benefits support provided for the
Lowell Public Schools.
When reviewing other cities and towns as potential comparisons (Springfield, Fitchburg, Lawrence, Lynn,
Worcester, Somerville, Cambridge, Framingham, Brockton) with the understanding that no two are
exactly alike, Lowell ranked on the lower end of HR budget as a percentage of total budget. Similarly, the
number of HR department employees was also on the lower end. However, it’s important to note that
without the benefit of knowing the duties and responsibilities of the HR staff in other cities/towns or the
details of what is included in the HR budget of each respective city/town, this data point should be
considered as an observation of interest and potential consideration only.
Budgetary constraints are often the biggest factor in an HR department’s ability to move beyond
transactional and administrative HR work to more strategic HR Business Partner work, particularly in
municipality HR. The combination of manual, paper-based forms and processes, additional benefits
support required for the LPS , expectation that DE&I efforts are the responsibility of HR, and lean
staffing will continue to be a challenge for the City if it truly expects its HR department to be as effective
and impactful as it could/should be. At the same time, with the HR Director indicating that she is
nearing retirement at some point soon, the process of developing and preparing her successor should
begin in earnest as soon as possible. While the Assistant HR Director would appear to be a candidate for
this successor role, the constant demands of the day-to-day tactical and administrative work have
allowed for little to no time to engage in any substantive HR career path development discussions or
activities.

Limitations

CLA found no major limitations in understanding the structure, duties, and responsibilities of the City’s
HR department.

RECRUITMENT
Observations/Findings

The recruiting process within the City is very cumbersome, manual, and paper based. The process
begins with a request from a hiring manager (often times a Department Head) who completes a request
to post a job and submits that request to HR; HR then checks the budget, obtains City Manager
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approval, and posts the job. This is typically handled by the Personnel Assistant. All jobs are posted to
the City’s website (there was a time when this was not the case). In addition to the City’s website,
postings are sent to approximately 30 area nonprofits and posted online to Indeed.com along with
industry-specific sites (as appropriate) as well as social media such as Twitter, LinkedIn, Facebook, and
Glassdoor. Jobs are also sent to MassHire Lowell Career Center and the Massachusetts Municipal
Association. The City’s HR department maintains a list of outreach and minority websites to post jobs
to, (i.e. www.diversity.com), though the HR department was unable to confirm which sites have been
used for which positions as its not tracked. While the HR department does maintain a list of DE&I
focused websites to post jobs to, CLA was unable to locate any of the City’s current openings on any of
these websites – it was also stated that not all jobs are posted to DE&I focused websites. Some job
posting websites do have a cost associated with posting on their sites, which will often come from the
HR advertising budget. Internally, there is a job board outside the HR office where jobs are posted; a
mailbox for each department that postings/ job description are placed in with the expectation that the
postings will be distributed within each department.
The Employment Opportunities section of the City’s website reflects the following message:

Workforce Requirements
In order to ensure that the City of Lowell is able to deliver the various organizational, operational, service
and support commitments it makes, the City employs a diverse workforce and strives for an environment
where employees can work productively, develop skills, and feel satisfied with their work.
Other than the standard EEO/AA/504 tagline at the end of each job description/posting (Equal
Employment Opportunity, Affirmative Action and Section 504 of the 1973 Rehabilitation Act (prohibiting
discrimination against people with disabilities in programs that receive federal financial assistance), the
City’s job postings did not reveal language, imaging or other branding of its commitment to a diverse,
equitable and inclusive applicant pool and culture. Of note, over 62% of all Department Heads and
Managers interviewed answered “no” when asked if attracting a diverse candidate pool was articulated
or emphasized at any point during the City’s hiring process. CLA sees this as an area of opportunity for
the City.
Applicants are able to apply in one of a few different ways:
• Downloading, printing, completing by hand and either mailing, delivering, or scanning/emailing
an employment application.
• Emailing a resume to cityjobs@lowellma.gov
All applicants are entered onto a spreadsheet/applicant log by the Personnel Assistant and forwarded to
the Department Head/Hiring Manager for review. The hiring manager then coordinates interviews that
will usually include members of that particular department’s team (higher level roles will often include a
panel interview). HR may or may not assist with the interview process. Applicant logs include basic
contact information, along with most recent role and highest level of education. Notably, there’s a
column for whether or not an applicant is a Lowell resident; many hiring managers wondered why this
was needed. Further, while there were indications from some that minority status was also included on
the applicant logs (presumably obtained from the voluntary EEO questions on the employment
application), none of the applicant logs CLA reviewed included this information. Once hiring decisions
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have been made the spreadsheet and associated resumes are printed and scanned into a folder
identified by requisition number, job title and date. There are no interview notes or other evaluation
criteria stored; if there are any notes, HR assumes that a hiring manager would have them.
Of the 26 Department Heads/Managers interviewed, over 73% indicated that they’d not received
training on interview skills, including the “dos and don’ts” of interviewing. Nearly all Department
Heads/Managers appear to place a great deal of importance on the interview and hiring process (i.e.
involving others in the process) however CLA finds the gap in interview skills training to be a concern as
it can present both risk and inconsistency in how decisions are made in the city of Lowell’s hiring
process.
Once a hiring manager has made a decision, a “Personnel Assignment Sheet” is completed by hand and
sent to HR for HR and City Manager approval. The form is limited to the basics of title, salary, start date
etc. but does include a comments section, ostensibly to provide an opportunity to explain the rationale
behind the hire. However, more often than not the comments section is left blank. Further, the form
(like the applicant log) does not indicate where the hire was sourced from (i.e. employee referral, City
website, etc.) though internal hires are a bit more self-explanatory.
As indicated in the Community/Applicant survey (which was a fairly small sample size), the overall
experience rating for applicants was very low – 37 out of 100. Over half of all applicants who responded
indicated not receiving a response one way or another to their application for employment, with over
94% that were not hired unsure of why. CLA views the former – receiving a response – as one that can
be immediately solved through the use of the City’s existing Applicant Tracking System (ATS) technology
(note – HR has indicated that it does send follow-up emails/letters) . With regard to the latter –
providing a reason why an applicant was not hired can be a very slippery slope for employers and is
often times more about limited time and resources to do so rather than ill intentions. At a minimum,
CLA recommends that all applications receive an acknowledgment of receipt, indicating that the City
may not reply further unless said applicant is being considered for an interview. Any applicants
subsequently interviewed by phone or in person should also receive a response, particularly if making it
to the final stages of an interview process. While providing specific reasons to applicants isn’t
necessary, the courtesy of an email response (again with the assistance of technology) will go a long way
towards improving the candidate experience and the City’s employment brand.
Offer letters are generated by HR; some hiring managers (and at least a few applicants) expressed issues
with the length of the process between recommending a new hire/accepting an offer and that hire’s
start date. Background checks are also conducted by HR, with reference checks the responsibility of
hiring managers. Pre-employment physicals and drug screens are outsourced to Lowell General Hospital
Circle of Health. Currently the City of Lowell is requiring the same pre-employment physicals for all
employees. One area of concern that was expressed during our data gathering was that of a prospective
hire being asked very specific questions about family planning during the pre-employment physical; the
reasoning for the job relevance of this question is unclear and as a result CLA recommends that the City
review it’s pre-employment physical screening process with Circle of Health.

Limitations

At times, CLA found limitations in the availability of data due to the manual, paper-based tools and
processes used in the City’s hiring practices.

©2021 CliftonLarsonAllen LLP | 22

Summary

The City would be well served in tackling perceptions of favoritism and supporting its commitment to
DE&I hiring by improving the tracking and reporting of its hiring practices and decisions. An important
tool in this process is the use of technology to efficiently track all job posting activities including where
jobs have been posted, applicants, and hiring decisions. Currently this process is very manual, paper
based and limited in the amount of information provided – for example, the “Personnel Assignment
Sheets” used by hiring managers for approvals from HR and the City Manager are written by hand and
provide no indication as to why a particular candidate was the most qualified or that candidate was
sourced. Without collecting, tracking, or reporting on applicant sources it becomes nearly impossible to
evaluate the effectiveness of recruiting resources, including those targeting diverse applicants. The City
has paid for, and has available, these capabilities through its MUNIS technology but is not currently
utilizing it. As is the case with other areas of this assessment, many of the areas of opportunity
identified in Recruitment are also rooted in the HR department’s limited time/resources. There is no
true recruiting happening with the City’s hiring practices, only “posting and praying.” There is a
sentiment amongst the City’s hiring managers that HR can only do so much with what it has, and that
the existing process has worked well for some. At the same time, if the City wants to be viewed as an
“Employer of Choice” and one where diversity, equity and inclusion are strategic priorities, it will have to
rethink both the message it’s sending to its’ potential applicants and the actions that support that
message.

ORIENTATION
Observations/Findings

As is the case with an applicant’s/candidate’s experience in the recruiting processes, the first
impressions obtained during orientation (and longer-term onboarding) can make or break a new hire’s
decision to remain with an employer long-term. The City’s orientation process is relatively standard. A
new hire will complete new hire paperwork on their first day, spending approximately an hour,
sometimes two, with various members of the HR department. There is a 90-day probationary period
and 30-day window to enroll in benefits.
The new hire packet is very large – 164 pages.
• The new hire checklist is very comprehensive but as is the case with all forms is filled out
completely by hand. Regardless, with the dozens of forms, policies and other actions that
accompany a new hire’s onboarding, HR has done a good job here of ensuring that all bases
have been covered.
• Required state/federal forms (i.e. W-4, MA M-4, I-9, CORI authorization) are all current and
complete.
• An employment application may have already been completed during the application process
but is standard in most respects. While the collection of EEO information is important during
both the application and hiring process, capturing/storing/tracking it on a separate selfidentification form is recommended as is the updating of some of the language including in the
certification statement at the end. It does not appear that a voluntary self-identification of a
disability is available.
• Pension/Retirement paperwork appears complete and current – HR will walk new hires directly
to the retirement department to ensure that they are enrolling in the retirement system
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•
•

appropriately and in a timely fashion.
Oher documents include direct deposit, intro to the Learning Management System (LMS),
ID/Badge, Parking and Computer ID request forms.
Multiple policies are also included; while it appears that many polices that are required or
important are distributed, the formatting and “flow” is very inconsistent and not easily
digestible (several also have very old dates on them). There is also more than one sign-off
requested. This is an area of prime opportunity to leverage the City’s Employment Brand (via an
employee handbook) however it’s also understood that with the existence of so many different
unions/CBAs (along with their respective guidelines and protocols) the challenge of creating a
handbook that could apply to all is certainly a real one but can be overcome.

Limitations

CLA found no major limitations in understanding the new hire orientation process of the City’s HR
department.

Summary

Without question, the paper intensive new hire packet and orientation process has multiple
opportunities for improvement in both efficiency and new hire experience. While HR has done well to
accomplish the basics of getting paperwork filled out and new hires into both the retirement and payroll
systems, it’s just that – the basics. Employee handbooks are powerful tools that can be utilized for both
union and non-union employees; at a minimum it can serve as a welcoming reference and branding tool
for the City to tell its story and reinforce its commitment to a diverse, equitable and inclusive workforce
and culture. A more expansive and structured onboarding plan that extends beyond day one can also be
an important contributor to a new hire’s positive first impressions and ability to be productive and
contributing as soon as possible.

RETENTION/RECOGNITION
Observations/Findings

The City used to have an "employee of month" program, years ago; winners would receive a reward (i.e.
a paid day off) but it was eventually eliminated due to lack of funding. More recently, a suggestions
rewards program was rolled out that includes a review committee; employees have the opportunity to
submit ideas that might potentially save the city money while also providing a benefit for the employee.
For example, an employee submitted a proposal to cut some trees down himself (and be compensated
or it) instead of the City having to hire a service to do so. The program is still relatively new and thus will
need more time to determine its value to employees and the City.

Limitations

CLA found no major limitations in understanding the retention/recognition efforts of the City.

Summary

Employees are motivated and engaged in their own individual ways and thus it can be difficult to
“rubber stamp” a single retention solution that will apply to everyone. For many with careers in the
public sector, it’s the reward of serving others and an entire community, for others it’s the benefits
including a pension.
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DISCIPLINE AND TERMINATION
Observations/Findings

It’s estimated that nearly 80% of the time any disciplinary (or potential disciplinary) matter arises, the
protocols around that process are stipulated in one of the many Collective Bargaining Agreements
(CBAs) that the City of Lowell and its HR department must adhere to. Of the (14) CBAs that were
provided to CLA by the HR department, several require a three-step process (all requiring the presence
of a union steward); Steps 1 and 2 may be grievable and Step 3 appealable:
• Step 1: Oral warning, if no further infractions of the same type within six months the
oral warning is removed from the employee’s personnel file.
• Step 2: Written warning if similar infraction within six months of first infraction, if no
further infractions of the same type within 12 months both the oral and written
warnings are removed from the employee’s file.
• Step 3: Further discipline including suspension or discharge if a similar infraction occurs
within the 12-month period in Step 2.
Several other CBAs mention progressive discipline to one extent or another albeit with seemingly more
discretion and flexibility than the three-step process. With regard to grievances, there seemed to be a
disconnect between the City Solicitor’s office and the HR Department on which department should be
both managing and maintaining grievances and grievance records. CLA was unable to obtain copies of
grievances as part of the documentation request process.
Ordinance (non-union) employees do not have a written or formal discipline or termination process; as
at-will employees, both the City and its employees are able to end the employment relationship at any
time, for any (legal) reason. While it was agreed that proper documentation is necessary for both
discipline and termination matters, there is no written warning template or termination checklist
(though a checklist is apparently being developed). Reasons for termination are tracked but very
limited: Resigned-City; Temp Appointment Ended-City; Terminated City; Terminated For Cause). Exit
interviews are not conducted by HR but may be by Department Heads. The limited amount of
information available in this respect make it very difficult to analyze reasons for turnover and trends
over time. Termination decisions are made between the HR Director, City Solicitor and City Manager.
When an involuntary termination occurs, the MIS department is instructed to disable all access for the
terminated employee. HR will provide an unemployment pamphlet to separated employees upon
request (MA unemployment requires that all separated employees be provided a copy of the pamphlet
whether they request it or not). The HR Director will gather personal belongings and have the employee
paid out on the date of termination “if possible” (MA wage and hour law requires that employees who
have been involuntarily terminated be provided with all wages due at the time of termination).
Severance may be available in certain circumstances (according to the Chapter 56 ordinance for nonunion personnel) and releases from claims are not required in order to receive the severance. Sick time
may be paid out, vacation is always paid out and continuation of benefits via COBRA is administrated by
the Group Insurance Commission.

Limitations

With the exception of not having the opportunity to review grievances, CLA did not encounter any other
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limitations in understanding the discipline and termination procedures within the City of Lowell.

Summary

With the vast majority of disciplinary issues being guided by CBAs, the City’s HR and Department Heads
are able to be consistent with how discipline is administered. Without the benefit of data to support the
reasons for terminations (both voluntary and involuntary) it is nearly impossible to determine why
employees leave the City’s employ. Anecdotally, there is a sentiment amongst existing employees
(including Department Heads and HR) that a) compensation is an issue for many departments which has
resulted in much of the voluntary turnover and b) retirements are also a contributing factor.

PERFORMANCE MANAGEMENT
Observations/Findings

The City’s Performance Evaluation/Review system includes some union and all ordinance employees and
reviews are generally completed at the end of the calendar year in November and December. There are
no self-evaluations. Union employees are eligible to receive salary increases at pre-determined times
during the year (according to their respective CBA) and thus performance evaluations are not always
necessary or considered to be important. Local 1705 (laborers, working foremen, DPW, wastewater,
meter readers) do require a review at the 5th salary step, as do any employees being considered for a
mid-step increase. Ordinance employees must have a review in order to receive a salary increase. CLA
received copies of the following performance evaluation forms that are used:
• Ordinance-Supervisory
• Ordinance Non-Supervisory
• Local 2532 AFSCME (American Federation of State, County and Municipal Employees)
• MVEA (Merrimack Valley Employees Association) - Supervisory
All forms have very similar evaluation criteria and, with the exception of the Local 2532 form, use
numerical scoring to arrive at overall scores/ratings. The Local 2532 form uses an “Exceeds
Requirements/Satisfactory/Unsatisfactory” rating method. While it’s understood that the forms can be
filled out on a computer many are filled out by hand including a sample completed form that we
reviewed. The Director and Assistant Director of HR review all performance evaluations and described
the quality of reviews as “a mess at times.” The forms themselves have not been updated in many years
(possibly 2009) and the HR team believes that they’re long overdue for an overhaul and update.
Following up with employees on development needs is something that the HR team wishes it could do
more of; the ability of HR to find time to follow up on poorly constructed reviews or low performing
employees is very limited due to other demands and priorities at year-end including harassment training
and the process of administering buy back sick and vacation time. Each department scans and sends
completed reviews to the HR department where they are tracked in a spreadsheet and sent to the
Auditor's department for payroll processing. For those receiving numerical overall scores, the scoring
categories are as follows:
O = Outstanding (100-90 points) AA= Above Average (89-80 points) A = Average (79-70 points)
M = Marginal (69-60 points) U = Unacceptable (Below 60 points)
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Employees must receive an overall score of 60 (the lowest score in the “marginal” category and only one
number higher than “unacceptable”) or above in order to be eligible for a step (salary) increase.
However, when asked if the City of Lowell’s performance evaluation system was a “pay for
performance” model, HR’s response was “yes” despite the fact that all increases are generally the same
across the board regardless of review score and/or level of performance. An examination of the FY2021
step increase chart indicated that 100% of all eligible employees moved up one step. A closer
examination of review scores revealed a somewhat confusing report showing the following:
Code
0
1
2
3
4
5
6
7
8
9

Description
AUTO-CORRECTION - 0
EXCEEDS REQUIREMENTS
SATISFACTORY
UNSATISFACTORY
NOT APPLICABLE
OUTSTANDING (100-90 PTS)
ABOVE AVERAGE (89 - 80 PTS)
AVERAGE (79 - 70 PTS)
MARGINAL (69 - 60 PTS)
UNACCEPTABLE (BELOW 60 PTS)

Short
AC-0
EXCEEDS R
SATISFACT
UNSATISFAC
N/A
OUTSTANDIN
ABOVE AVER
AVERAGE
MARGINA
UNACCEPTAB

This was explained by the fact that there are two different scoring systems in use; scores 0-5 belong to
those union employees (i.e. Local 2532) that do not use numerical scoring, while Ordinance employees
utilize the remaining 5-9 scoring codes.
Of the approximately 1,000 review scores CLA examined, 578 (56%) fell into the “exceeds requirements”
or “outstanding” categories, when including “above average” the number jumped to 754/73%. When
separated into review rating types (numerical vs. not) 65% of those scored numerically were rated as
“outstanding” while 95% were ranked as outstanding or above average which would appear to be a very
high number for any organization in these categories. 51% of those not rated numerically fell into the
“exceeds requirements category.” When adjusted for age/gender/race the data revealed the following:
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Summary

The success of any performance management system (including the tools and processes used) is
predicated on a culture that values, recognizes, and rewards high performance while effectively
managing lower performance. While our observations are not to meant to suggest that the City of
Lowell does not place a value on high performance (for both union and non-union employees), the
current system in place has many opportunities for improvement, most notably in the manual, paperbased nature of its performance evaluation tools and different scoring systems. Similarly, the universal
increases that apply to all regardless of performance rating (including the eligibility at the low threshold
of 60) can be particularly troublesome for those high performers that believe their contributions and
extra efforts don’t matter in the end. Within the union context any potential changes to the
performance management system would most likely require discussion and agreement with those
unions that the changes and updates would apply to. At the same time, incorporating evaluation
criteria that speaks to behavior consistent with the City’s core values (including a culture of DE&I) should
be strongly considered.
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TRAINING AND DEVELOPMENT
Observations/Findings

The City does not currently have a formal or universal training “program” and each department is
responsible for budgeting for their own training and development. HR has $1,250 for economic and
professional development and a $5,000 budget for professional services. According to the HR team
many of the City’s employees use educational reimbursement (must be job relevant and obtain a grade
of C or better), but without seeing this benefit pointed out in the new hire paperwork CLA wonders if all
employees are aware of this (regardless it must still be budgeted). The City’s Learning Management
System (LMS) is “Moodle” but is used exclusively for state required ethics training (Conflict of Interest,
Open Meeting Law) that is required upon hire and annually thereafter. HR provided a report listing
trainings (including manager trainings) going back to 2019 that with a total of (421) attendees across
several training courses that included:
•
•
•
•
•

Annual Sexual Harassment Training (April 2019, 27 total attendees)
Cultural Awareness Training (June 2019, 27 total attendees)
Cultural Awareness and Diversity Training (August 2020, 155 total attendees)
Unconscious Bias – Diversity Training (September 2020, 88 total attendees)
Diversity Training: Bias is a Four-Letter Word (March 2021, 121 total attendees)

The City’s Employee Assistance Program (EAP) provider AllOne Health Resources was/is able to offer
courses and many are free of charge. The City is also currently paying for LinkedIn Learning, however it
is not being utilized.
As part of our assessment CLA designed and delivered “Your Role as a Manager in Leading a Diverse,
Equitable and Inclusive Culture” to the City’s Department Heads and Managers. The course was
instructor led, lasting approximately two hours, with a focus on the importance of culture and individual
commitment as leaders in the City’s DE&I efforts. The trainings were held on June 24th and June 29th,
2021 with nearly full attendance – notably, however, there were a few attendees that, for reasons
unknown to CLA, either left after the mid-session break in their respective session (and did not return)
or did not attend either session. While there may very well have been unexpected or urgent reasons for
not returning or attending at all, CLA is concerned about the message that this sends to the City’s
employees about the importance of a culture of DE&I within the City and its workforce. CLA is also
rolling out a similar DE&I E-Learning for all City employees that emphasizes the role all employees play
in leading a DE&I culture.

Limitations

CLA found no major limitations in understanding the training and development functions and activities
of the City and its HR department. However, based on the relatively small number of participants for
each of the training courses provided on the report provided, CLA does wonder if all training participants
are being properly tracked.

Summary

Based on the City’s training participation numbers made available to CLA (and the more recent
incomplete attendance at our DE&I manager training), there certainly appears to be room for
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improvement. Many organizations are challenged with the time and expense of bringing training and
development opportunities to their employees, and the City is no exception. Additionally, making
trainings mandatory can also backfire on employers (though there are certainly trainings such as sexual
harassment or safety that may be required and should always be mandatory). The City does have
existing tools that can be leveraged – LinkedIn Learning, the EAP, Moodle etc. – and establishing a more
structured but simple approach to learning would help the City maximize costs and training
opportunities for its workforce. DE&I in particular should be woven into this learning as it is a journey
and one that should be woven into the City’s overall commitment to building a culture of DE&I and DE&I
leadership – despite the sentiment from some within the City that its workforce is already “diverse
enough.”

TOTAL REWARDS

Total rewards describe all of the tools available to an employer that are used to attract, motivate, and
retain employees. CLA reviewed all total rewards including compensation, incentive plans and benefits.

Observations/Findings

Compensation emerged as a major concern in both our surveys and interviews and in at least one
department has been cited as the primary reason for employee turnover. CLA also heard that
compensation is about “budget and steps,” with seven “steps” in a salary grid that “has been in
existence forever.” Several employees are “maxed out”, with some not having received raises (other
than potentially cost of living) in years. Jobs are not evaluated for internal equity, and salary ranges are
adjusted only when contracts are renewed. Ordinance employees are salaried though without a
compensation analysis it is impossible to determine whether jobs are properly classified as exempt or
non-exempt (eligible for overtime). Some hiring managers expressed frustration at the inability to offer
new hires what they believe to be competitive pay that would also require placement in a top step
(which is not always approved). While there are no incentive plans per se (other than the suggestion
program noted above), the City’s benefit offering is very competitive with eligibility provided to any
employee working 20 hours or more per week. Health, dental, life, flexible spending, pension plan, PTO
are all very competitive with health benefits subsidized at 75% City/25% employees. The City recently
switched from self-insured with Blue Cross to Blue Shield to the state’s Group Insurance Commission,
which was described as “difficult to deal with” at times.

Limitations

While not part of the scope of CLA’s assessment, the benefit of a full compensation analysis (both
external and internal) would have been helpful in determining whether the City’s salary ranges and
system of administering compensation is supporting or hindering its ability to attract and retain talent.

Summary

While compensation may be a concern (as noted above) the City’s benefits are strong and considered to
be a major attraction and retention tool for the City. The City’s website contains many but not all
benefit documents and appears to be dated (some still reflect 2015).
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HUMAN RESOURCES POLICIES AND PROCEDURES
Observations/Findings

As noted in the “Orientation” section the City does not have an employee handbook but does have a
number of policies that are distributed to employees at time of hire. These policies often take the form
of memos and many are quite dated (though still applicable). The new hire checklist used at time of hire
does seem to be reflective of most of the policies that are distributed, although at least a few policies on
the checklist (Dress Code, Children at Work) were not found within the new hire packet. Although the
City’s HR Department posts quite a bit of information on the City’s website, policies were not found (or
at least not easily located). The City has not adopted Massachusetts Paid Family and Medical Leave (MA
PFML) though if it does at any point it should be included with new hire information. Timesheets are
completed but do not “talk” directly to the payroll system and must be manually entered by the
Auditing department. As indicated in the “Discipline and Termination” section there does not seem to
be alignment on where the ultimate responsibility for grievance administration belongs (City Solicitor or
HR department). Safety is handled by the Workers Compensation department. The City is self-insured
and all injury claims are submitted by supervisors to the WC department. There is no formal safety
training per se though there have been state grants in the past that the City has received and utilized for
safety training. There are also no formal fire drill or evacuation plans in event of emergency. OSHA logs
are not required for public sector employees.

Limitations

CLA did not encounter any other limitations in understanding the City’s Human Resources Policies and
Procedures.

Summary

Admittedly, with such a large percentage of its workforce represented by various different unions and
falling under CBAs, the ability of the City’s HR Department to implement and enforce universal policies
and procedures that apply to all employees is a challenge; at the same time these CBAs also provide the
“guardrails” that are so important when administering HR policies and procedures fairly and
consistently. However, there are a number of reasons why an employee handbook would still be a
viable and useful tool for the City to develop and implement. At a minimum an employee handbook
would be a powerful branding tool, welcoming new hires to the City and a culture that is respectful and
committed to DE&I, not to mention serving as a single source reference for employee questions.

FEDERAL AND STATE COMPLIANCE
Observations/Findings

Required notifications (i.e. Family and Medical Leave, COBRA) are being made at time of hire and
employment law postings are placed in conspicuous areas for employee reference. Employee files are
stored and maintained electronically by HR with separate folders for each employee and additional
separate folders for confidential information. I-9s are completed for all new hires and supporting
documentation is also collected and stored with the forms. The City should be mindful of its
requirements for terminated employees, particularly in providing unemployment information at time of
separation as well as all wages due. EEO-4 is filed every other year and is completed by HR. Updated
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analysis of exempt/non-exempt status of employees, internal job equity (along with corresponding job
descriptions) and independent contractor vs. employee are all areas that should be examined more
closely and re-evaluated every few years at a minimum. Leaves of absence including FMLA are tracked
outside of MUNIS and at times in separate locations, thus not always accurate, presenting potential risk
and/or cost to the City.

Limitations

CLA encountered no limitations in the assessment of the City’s Federal and State Compliance
requirements.

Summary

Unlike most other areas of HR, Federal and State compliance requirements are non-negotiable. While
the City’s HR department has covered the bases in most areas of compliance there are some areas as
noted above that should be shored up immediately. As has been stated throughout this assessment,
existing technology within MUNIS can provide many of the solutions that would help fill these gaps.
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RECOMMENDATIONS
Recommendation #1: CLA recommends that the City prioritize the hiring of a Diversity, Equity and
Inclusion Officer, as was included in the City’s FY2022 budget. Several peer cities reviewed by CLA
already have Chief DE&I Officers or similar roles and the salaries range from approximately $79,000.00
per year to $125,000.00 per year. According to the City’s FY2022 budget the budgeted salary for a Chief
DE&I Officer was $75,000.00. Given that Lowell is the 4th largest city in the Commonwealth and the
stated importance of DE&I leadership within its organization, the City should consider a more
comprehensive job and compensation analysis for this role in order ensure competitiveness, clarity of
role/responsibilities, and the ability to attract top talent. As importantly, CLA also recommends that this
role reside within the City Manager’s office, not HR. The role of Diversity, Equity and Inclusion Officer
should be that of a strategic advisor and leader, not an administrator, and having the role within the City
Manager’s office sends a powerful message about the importance of the role. A key responsibility of the
Chief DE&I Officer will be to establish DE&I performance metrics with which to measure the City’s DE&I
efforts and results, metrics that should be both transparent and meaningful.
Priority Level: HIGH
Recommendation #2: Without question, leveraging the City’s technology (MUNIS) has the greatest
potential for a “game-changing” improvement in the HR department’s ability to be more efficient and
productive, including the ability to track and report on recruiting efforts, particularly in assessing its
DE&I efforts. CLA recommends that the City immediately avail itself of the Applicant Tracking System
(ATS) and other hiring process modules/HR capabilities of MUNIS, an effort that was started (with the
help of Tyler Technologies consultants) in 2019 but put on hold because of other priorities.
Implementing the ATS will significantly improve the ability to post jobs more effectively as well as
improve applicant experience (a concern expressed in the community/applicant survey results).
Compliance, reporting and access to important data (i.e. applicant status, communications, reasons for
rejecting, interview comments, and demographics) will provide the City’s HR team and hiring managers
with efficiencies and critical information to make better decisions and more accurately measure the
results of its DE&I efforts. The ATS will also save the City money in the long run and free up time for the
HR team to be more of an advisory resource than an administrative one. Leaves of absence tracking,
accruals and termination reasons are just some of the many other areas that MUNIS can support and
can be problematic from a compliance and/or analysis standpoint when being done manually or missing
entirely (for example, CLA was unable to analyze reasons for turnover during its assessment). There is
much to be utilized with MUNIS and the recommendation would be to work with Tyler Technologies to
break the implementation of these HR modules into manageable phases. While time/resources for the
HR department can be an issue, the implementation of this technology would have the effect of creating
efficiencies and thus positively impacting HR’s available time.
Priority Level: HIGH
Recommendation #3: CLA recommends that the City review the messaging it sends to its employees,
prospective applicants and the community about what makes the City of Lowell a great place to work
and its commitment to a Diverse, Equitable and Inclusive workforce and culture. Presently, the City’s
website does little to inform or direct website visitors to City resources or information on DE&I, nor do
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the job postings do more than mention that the City is an “EOE/AA/504 Employer”, a message that
speaks more to compliance (“we have to do this”) than values and genuine commitment to DE&I (“we
do this because it’s who we are”). The City Manager and City Council, along with the Chief DE&I Officer,
should align on a unified, authentic and meaningful DE&I mission, strategy and goals supported by core
values, all of which will survive City Council and City Manager tenures.
Priority Level: HIGH
Recommendation #4: CLA recommends that the City revisit its DE&I Working Group but consider
rebranding as a DE&I Leadership Council that is employee-driven and reflects the diversity of the City’s
workforce.
Priority Level: HIGH
Recommendation #5: As part of the City’s overall commitment, it is important that roles are clearly
defined. CLA recommends that the following roles and responsibilities be established, communicated,
and reinforced as the City moves forward with its DE&I strategy:
Priority Level: HIGH

RECOMMENDED ROLES AND RESPONSIBILITIES
Everyone in the organization has a role in increasing the
diversity of its workforce.

•
•
•

•
•

City of Lowell
Leadership
Human Resources
DEI Leader/Working
Group
Human Resources
DE&I Leader/Working
Group

•
•
•
•

Sets DEI strategies and recommends
initiatives that assist with outreach
Helps drive outreach strategies
Promotes and supports DEI culture through the
City of Lowell
Budgets for outreach resources and activities

•

Compiles resources and information for the
Outreach Guide

•

Researches, contacts, and cultivates
relationships with new diversity
sources for potential applicants
Tracks outreach activities and resources
and evaluates results
Works with Department Heads and
Managers on outreach strategies
Supports and conducts direct outreach
activities and events

•
•
•

©2021 CliftonLarsonAllen LLP | 34

•

•

Department Heads
and Managers

City of Lowell
Employees

•
•

Helps drive outreach strategies
Promotes and supports DEI culture through the
City of Lowell

•
•
•
•

Researches, contacts, and cultivates
relationships with new diversity
sources for potential applicants
Participates in diversity recruiting events
Tracks and reports on outreach activities
Mentors diverse talent

•

Serves on DE&I Working Group

•

Researches, contacts, and cultivates
relationships with new diversity
sources for potential applicants
Tracks and reports on outreach activities
Supports and conducts direct outreach
activities and events

•
•

Recommendation #6: CLA recommends that The City commit to and expand its current DE&I hiring
efforts beyond the current job posting process. The current approach to hiring is often that of “post and
pray” and while there is a running list of DE&I websites maintained by HR the list is limited and does not
appear to be utilized consistently nor does it include targeted hiring for groups such as veterans and
LGBTQ+. Partnering with a resource such as CIRCA (https://circaworks.com/diversity-recruiting/) would
provide the City an opportunity to greatly expand the reach of its DE&I recruiting efforts. “HIGH”
priority recommendations such as the commitment to an employee-driven DE&I Leadership Council and
Chief DE&I Officer will also bolster the City’s employment brand, vs. appearing to simply “check a box.”
A more sustained commitment to reaching out to the community to educate (i.e. what does a Filter
Operator do, how do I become licensed?) and promote the many benefits of a career with the City will
also go a long way towards building the City’s brand as a true leader of DE&I and employer of choice.
Department Heads and hiring managers also have a role and should be considered important
contributors to these efforts as well vs. just seeing it as “HR’s job.” Additional outreach
recommendations are included in our “Diversity Equity and Inclusion Playbook and Guide” at the end of
this assessment.
Priority: HIGH
Recommendation #7: CLA recommends that as part of its DE&I strategy the City develop and commit to
a more structured learning and development strategy for employees that utilizes all of its existing
resources including LinkedIn Learning, a resource already bought and paid for but yet to be rolled out
or utilized. This learning can and should include continued and sustained DE&I learning While recent
efforts to provide training to employees has risen, the number of participants has been very low and not
part of an overall training strategy.
Priority: HIGH
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Recommendation #8: CLA recommends that the City consider the creation of a mentoring and/or job
shadowing program that will allow employees at all levels (particularly those who are underrepresented
at certain levels) to explore and even gain experience in career paths that are both in line with their
current role or perhaps in another area entirely.
Priority: MEDIUM
Recommendation #9: CLA recommends that, in light of the HR Director’s future retirement (TBD) a
succession plan be formulated which would also provide the opportunity to rebrand and structure the HR
Director role (and the HR department) as less tactical and more strategic/advisory. There is a sentiment
among some that there is not the level of outreach and/or transparency from HR with departments that
there should be (perhaps owing to the time constraints HR has in being occupied with more
administrative work than it should). In considering this succession plan and role of the HR Director, CLA
recommends that the role have a more proactive outreach and advisory-level support as a priority – for
example, providing management training or assisting managers/employees with development plans or
areas of performance concern.
Priority: MEDIUM
Recommendation #10: Given the very lean staffing of the HR department and need for more HR
expertise within the HR team (especially when the HR Director decides to retire) CLA would also
recommend that the City budget for the addition of an HR Generalist (a trained HR professional, not an
Administrator) to the HR team. Even with this addition the ratio of HR support to total employees would
still fall below the benchmark data.
Priority: MEDIUM
Recommendation #11: CLA recommends that the City develop and commit to an “HR 101” training for
managers that includes both interviewing skills training and refresher on the hiring process within the
City, particularly in the area of effective DE&I hiring practices. While many managers were familiar with
how the process works some were not. It is critical that hiring managers understand legally permissible
interview questions, how to construct interview questions based on the requirements of the position,
and how to properly document their selection process and decision. Bias, emotional intelligence and
effective and inclusive communication trainings for managers are just some of the areas that would
continue to build and strengthen an appropriate, equitable and inclusive recruitment process.
Priority: MEDIUM
Recommendation #12: CLA recommends conducting “stay interviews” and periodic pulse surveys with
its workforce, particular with its diverse employees, to assess what is working well, what could be
improved and what part they can play in the City’s ongoing efforts to be a diverse, equitable and
inclusive employer.
Priority: MEDIUM
Recommendation #13: CLA recommends that the City conduct a comprehensive review of its job
descriptions, both to assess the accuracy of roles/responsibilities but to also ensure that inclusive and
inviting language is being used in order to attract a diverse applicant pool. At the same time, jobs
should be evaluated for requirements that may have potential flexibility. Equally important would be to
assess the exemption status of its positions in order to ensure compliance under the Fair Labor
Standards Act (FLSA). CLA also understands that this would require cooperation from the various unions
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representing many of the City’s employees.
Priority: MEDIUM
Recommendation #14: CLA recommends that a compensation benchmarking analysis be conducted to
ensure the City is competitive in both attracting and retaining talent, particularly when being
benchmarked against similarly sized municipalities.
Priority: MEDIUM
Recommendation #15: CLA recommends that new hire orientation be expanded beyond an hour or two
to include a broader overview of the City’s structure, history, core values etc. and more structured
longer-term onboarding plan.
Priority: LOW
Recommendation #16: CLA recommends the development of an employee handbook that can serve as
an employment branding tool as much as a single source policy reference for employees.
Priority: LOW
Recommendation #17: CLA recommends that HR develop a termination checklist that will capture
important items such as delegating the transfer of duties, forwarding of email/phone, returning
equipment, notifying management, conducting an exit interview with HR, and any other necessary
items.
Priority: MEDIUM
Recommendation #18: CLA recommends revamping its performance review system and tools and
incorporating these processes and tools into the capabilities of MUNIS. At the same time, the criteria
currently being used is serviceable but not impactful; it is difficult for employees to find motivation in a
system that provides the same increases to both high and marginal performers. The City should ask
itself if it truly desires to be a pay for performance culture (knowing that this is difficult to do with some
of the constraints of budget, CBAs etc.). Regardless, many organizations are relying less on outdated
performance review processes and forms and turning more towards cultures of continuous feedback,
which the City may also want to consider. At a minimum, a simpler, more targeted form that includes
accountability for demonstrating the City’s values while also allowing for employee input would be a
recommended and positive first step.
Priority: MEDIUM
Recommendation #19: CLA recommends the creation of an Emergency Action Plan. At a minimum an
emergency action plan should contain:
• Procedures for reporting a fire or other emergency
• Procedures for emergency evacuation, including type of evacuation and exit route assignments
• Procedures to be followed by staff who remain to oversee critical Organizational operations
before they evacuate
• Procedures to account for all staff after evacuation
• Procedures to be followed by staff performing rescue or medical duties
• The name or job title of every staff person who may be contacted by staff who need more
information about the plan or an explanation of their duties under the plan
Priority: MEDIUM
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CLA HR Consulting is available to assist with all your human resource needs such as guidance on labor
and employment matters, compensation review, consulting on employee benefits, employee handbook
updates and policy review, recruitment, and ensuring new hire paperwork is properly completed. In
addition to limited engagements we offer ongoing outsourced human resources services allowing you to
focus on the business needs while we focus on compliance, culture, and ensuring you have the right
people in place to move the organization forward.
CLA cannot and does not provide legal advice. It is important that the City of Lowell consult with
qualified labor counsel before adopting any new HR policies. It is also the City of Lowell’s responsibility
to determine whether legal review of the work product is necessary prior to implementation.

FINAL SUMMARY

A culture of diversity, equity and inclusion helps form the identity of an organization, an identity that can
help or hinder the ability to hire and retain its workforce. An organization’s “brand”, particularly as it
pertains to hiring and workplace culture, is a critical component of any effort to lead a culture of DE&I.
What story is the City telling about its culture, its purpose, its commitment to DE&I? What does that
story, along with the messages, images and words used, convey to potential applicants, applicants, and
employees?
Deloitte’s “diversity and inclusion maturity model” (https://www2.deloitte.com/us/en/insights/deloittereview/issue-22/diversity-and-inclusion-at-work-eight-powerful-truths.html) identifies 4 levels of DE&I
maturity:
Level 1 (Compliance) Reactive, diversity is something the organization “is required” to do
Level 2 (Programmatic) Value of DE&I is recognized, trainings offered but no formal DE&I strategy
Levels 1 and 2 are considered to be about “awareness” rather than culture change
Level 3 (Leader-Led) Transition point where change begins to happen – DE&I is role modeled and made a
priority, accountability at all levels begins to emerge, processes and systems reflect culture of DE&I
Level 4 (Integrated) Internal and external brand is that of a culture where DE&I is woven in
While the City of Lowell has made strides in some areas of its Diversity, Equity and Inclusion efforts, there
is much work to do – based on our observations and assessment the City’s DE&I practices are a low to
mid-level 2. The efforts made thus far by the City have been sporadic – while there are individuals, teams
and departments within the City’s organization that should be commended for their efforts to bring
diversity to their respective teams, the City as a whole is lacking a cohesive and universal strategy and
compass that is required for true culture change. Adding additional diversity websites to the recruiting
list and offering periodic trainings won’t move the needle for the City of Lowell’s DE&I goals.
The City’s workforce and community have both made it clear that it wants the workforce to be (and
should be) more representative of the community. It is only through sustained action and commitment
(including funding, hiring a true DE&I leader reporting directly to the City Manager, the messaging and
role modeling of leadership, and committing resources to HR systems and technologies) that a foundation
and structure of a culture of DE&I can be built and move the City to culture change and results.
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DIVERSITY, EQUITY AND INCLUSION PLAYBOOK AND GUIDE
INTRODUCTION

The City of Lowell encourages and embraces a culture that values different
backgrounds, beliefs, and perspectives where relationships are built,
developed, and based on trust and respect. We are committed to a workplace
culture where all City of Lowell employees feel connected and valued every day
– a culture in which we are all leaders of Diversity, Equity, and Inclusion (DE&I).
This guide provides practical, operational-level guidance for increasing
the diversity of our workforce and fostering a culture where our
differences are valued and celebrated.

OUTREACH: THE BASICS

Everyone has a role in outreach. The best outreach is done at the local level where
relationships with outreach organizations can be cultivated and where the City can
demonstrate commitment to the community and build our employment brand.

OUTREACH FAQ’s

Below are answers to some of the commonly asked questions about Outreach.

What is diversity outreach?
In general, diversity outreach is about actively seeking new avenues to
attract, connect with and hire qualifieddiverse applicants and build the City’s
pool of new and existing recruiting sources.

Why is it important?
Having a diverse workforce enriches our culture, enhances our capabilities,
and enables us to better create opportunities for our people and our
community.

What are some specific examples of outreach activities?
Examples include, but are not limited to:
• Recruiting for diversity on campus. Most colleges/universities host
diversity career fairs and have adedicated resource office for students
with disabilities. In addition, many bigger schools have student
chapters of affinity groups (see resources section).
• Recruiting at MSIs. Add a historically black college or university
(HBCU), Minority-Serving Institution(MSI), or any school with a high
minority student population to your campus recruiting schedule (see

©2021 CliftonLarsonAllen LLP | 39

•
•
•
•

•

resources section).

Recruiting at diversity job fairs.
Building relationships with veteran groups and participating in veteran job
fairs.
Sponsoring scholarships at targeted colleges/universities.
Connecting with professional affinity groups. See examples of

affinity groups under the Resourcessection below – get involved by
guest speaking at group meetings, sponsoring events, hosting a
meetingat the City of Lowell offices, etc. Also, encourage fellow City of
Lowell employees to join and actively participate in local professional
affinity groups to build our brand within those networks.

Building relationships with diversity-based job service organizations in the
community.

How much outreach are we expected to do?
This will depend upon the size of your department, the number of hires you
have per year, and if you are combiningefforts with other departments.
Outreach should be integrated into existing hiring activities (and may replace
some of what you already have in place). Once you begin making new outreach
connections, other opportunities will arise.

Who keeps track of our outreach?
The City of Lowell’s Human Resources Department maintains outreach logs please reach out to the HR Department so that we so we can record any and all
outreach activities.

How are outreach efforts evaluated?
We always want to be able to quantify how many applicants and hires we get
from each source that we use. Your assessment on the effectiveness of your
own efforts will be important for us to know as we will use that information to
determine where to focus our future strategies. Keep in mind that these efforts
can take time so if a particular resource seems promising enough, we may want
to continue committing to that resource.
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WEBSITE RESOURCES
The following websites are current resources for the City’s outreach activities:
Advancing Women
Black Career
Women
Career Women

Bilingual-Jobs.com

Black Career Women

LatPro.com

Diversity.com

Diversity.com

DiversityWorking.com
WorkplaceDiversity.com

Diversity.com
DiversityWorking.com

Latinos for Hire
iHispano.com

DiversityWorking.com
IMDiversity.com

For Her Success

IMDiversity.com

IMDiversity.com

IMDiversity.com
WomenforHire.com
MinorityJobs.net

MinorityJobs.net

IMDiversity.com
Black
Perspective.com
HBCU Job Board
MinorityJobs.net

DiversityWorking.com
IMDiversity.com
American Indian
Business Leaders

MinorityJobs.net

MinorityJobs.net

NativeAmericanJobs.com
MinorityJobs.net

ADDITIONAL OUTREACH RESOURCES
Additional Outreach Resources: Veterans
If you find a great resource that is not on this list, please let us know by contacting Human Resources.

Resource

Description

Website

Local Veteran Employment
Representatives (LVER) and
the Disabled Veterans’
Outreach Program (DVOP)

The DVOP and LVER specialists are government employees
assigned to work with local employers, veteran organizations,
and community-based organizations to link veterans with
appropriate jobs and training opportunities, including
apprenticeship training programs and on-the-job training (OJT).

CareerOneStop "Business
Center"

The CareerOneStop Business Center, created by the U.S.
Department of Labor, is an employment source for hiring and
training a strong workforce. The site provides employers access
to tools for hiring veterans, a public job bank, job fairs, local
training programs, recruiting and hiring resources, and
information on training and retaining employees.

https://www.careeronestop.org/

Hiring Veterans: A Step-byStep Toolkit for Employers

This Toolkit is designed to assist and educate employers who have
made the proactive decision to include transitioning service
members, veterans and wounded warriors in their recruitment
and hiring initiatives.

https://www.dol.gov/agencies/vets

RecruitMilitary

RecruitMilitary is a veteran-owned firm dedicated to assist
transitioning military members and veterans to find new civilian
careers, develop private business opportunities and franchise
ownership by utilizing job career fairs, business opportunity
venues and franchising exposition forums.

https://recruitmilitary.com/

http://veteranjobs.stripes.com/reso
urces/vet-reps/
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Veterans' Employment and
Training Service (VETS)

VETS serves America's veterans and separating service members
by preparing them for meaningful careers, providing employment
resources and expertise, and protecting their employment rights.
Employers can find information on locating qualified veterans,
the Heroes to Work program, and the location of their nearest
veteran employment service professionals (DVOPs and LVERs) on
the VETS Web site.

https://www.dol.gov/vets/

Department of Veterans
Affairs (VA), Vocational
Rehabilitation and
Employment Service

VA's Vocational Rehabilitation and Employment Service helps
employers across the country fill workforce needs with trained,
educated and experienced disabled veterans. It provides
recruitment assistance based on employers' specific qualification
requirements, and candidates are skilled, committed workers
who are pre-screened for specific employment opportunities.
Through the service, employers also gain access to resources to
assist with recruitment, retention and succession planning
strategies.

https://www.benefits.va.gov/vocreh
ab/

Additional Outreach Resources: Individuals with Disabilities (IWDs)
If you find a great resource that is not on this list, please let us know by contacting Human Resources.

Resource

Career Opportunities
for Students with
Disabilities(COSD)

Emerging
Leaders Summer
Internship
Program

Think Beyond the
Label

Descrip
tion

The COSD is a national professional association comprised of
more than 600 colleges and universities and over 500 major
national employers. Its Career Gateway program offers a
nationwide online job posting and college students resume
database system for students with disabilities. For employers
committed to including disability as part of their diversity
efforts, COSD Career Gateway is a vital pipeline to future
members of the workforce.

Website

http://www.cosdonline.org/

Emerging Leaders Summer Internship Program for College
Studentswith Disabilities, funded by The UPS Foundation and
coordinated by the National Business & Disability Council
(NBDC) at The Viscardi Center, is a highly competitive program
that places top undergraduate and graduate college students
with disabilities in fulfilling summer internships nationwide
that also provide them with meaningful leadership
development and networking opportunities.

http://www.emergingleaders.com/

Think Beyond the Label is a public-private partnership that
seeks tobetter inform and connect businesses and job seekers
with disabilities. It offers a network and digital hub that
provides access to a broad array of job candidates with
disabilities and public resources to enable businesses to find
and recruit qualified people with disabilities. The site also
offers tools and best practices to assistbusinesses in recruiting,
and a jobs portal to connect businesses and job seekers with
disabilities.

http://thinkbeyondthelabel.co
m/
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DisABLED Person

Department of
VeteransAffairs (VA),
Vocational
Rehabilitation and
Employment Service

DisABLEDperson is a nonprofit public foundation that
provides an online employment recruitment service for
individuals and veterans with disabilities. They work closely
with employers to make their job openings available to
individuals with disabilities, and with disability rights
organizations and State Vocational Rehabilitation agencies
from across the country. Employers and individuals create an
online account to post jobs and to search for current job
openings.
VA's Vocational Rehabilitation and Employment Service helps
employers across the country fill workforce needs with
trained, educated and experienced disabled veterans. It
provides recruitment assistance based on employers' specific
qualification requirements, and candidates are skilled,
committed workers who are pre-screened for specific
employment opportunities. Through the service, employers
also gain access to resources to assist with recruitment,
retention and succession planning strategies.

EARN provides free technical assistance to employers seeking

Employer Assistance and torecruit, hire, and retain employees with disabilities.
Resource Network (EARN)

Workforce Recruitment
Pam

https://www.disabledperson.co
m/

https://www.benefits.va.gov/vo
crehab/

https://www.askearn.org

The Workforce Recruitment Program for College Students https://www.dol.gov/agencies/od
with Disabilities (WRP) is a free resource co-sponsored by
ep/emplyers/workforceDOL's Office of Disability Employment Policy and the
recruitment-program/
Department of Defense, through which private businesses
and federal agencies nationwide can find qualified
https://askear
candidates from a variety of professional fields who are
n.org/topics/re
looking for internships and permanent positions. Applicants
cruitmentare highly motivated postsecondary students, recent
hiring/workfor
graduates, and veterans eager to prove their abilities in the
ceworkforce. The WRP is jointly managed by the Department
of Defense (DoD) and the Office of Disability Employment
recruitmentPolicy (ODEP).
program-wrp/

https://www.wrp.gov/wrp
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Job Accommodations
Network

JAN is the leading source of free, expert, and confidential
guidance on workplace accommodations and disability
employment issues. JAN's trusted consultants offer one-onone guidance on workplace accommodations, the
Americans with Disabilities Act (ADA) and related
legislation.

Office of Disability
Employment Policy

ODEP's mission is to develop and influence policies and
practices to increase the number and quality of
employment opportunities for people with disabilities.

www.askjan.org

https://www.dol.gov/odep/

Additional Outreach Resources: Ethnic Minorities

If you find a great resource that is not on this list, please let us know by contacting Human Resources.

Resource

Association for
Latino Professionals
for America

Description

Website

Professional affinity group for Latinos (formerly the Association for
Latino Professionals in Finance and Accounting) -- they host
professional development, networking, and recruiting events.
Professional and Campus Chapters.

www.alpfa.org

INROADS

To develop and place talented minority youth in business and
industry

Ascend

Affinity group for Pan Asian Leaders – they host professional
development, networking, and recruiting events. Professional and
Campus Chapters.

HBCUs

List of Historically Black Colleges and Universities (HBCU)

https://inroads.org/aboutinroads/history-mission/

http://www.ascendleadership.org
http://www.thehundredseven.org/hbculist.html
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INCLUSION
Inclusion promotes a sense of belonging. While diversity focuses on
organizational demography, inclusion focuses on removing obstacles that
prevent an employee from fully participating and contributing to their full
potential. Inclusion is the key to making diversity work.
There are many ways to foster inclusion. Here are just a few:

Get to know your colleagues

Hearing someone else’s story broadens a person’s perspective, it builds
empathy, (a key skill to have in order to lead in a culture of DE&I). It helps us
better relate toand understand the people we work with. You can start small
with a simple“hello” or “how was your weekend?”

Solicit different perspectives

When you have a decision to make or a problem to solve, stop to consider what
perspectives you are missingfrom the team and invite alternative viewpoints.
Invite employees to be an observer at a meeting or provide other opportunities
to gain new experiences.

Get Involved in Communities

Develop or get involved in communities within the City of Lowell to build bridges, connect
and better understand those that you work with on a daily basis. The opportunities are
many, with examples including parents, Latinx, Black And African American, LGBTQ+,
Women, Military, Asian and Abilities.

Volunteer

Form or join a volunteer group with others to do some good for the local
community – in doing so you’ll not only do good for your community but you
will also connect and build comradery with fellow City of Lowell co-workers in a
way that you might not otherwise during normal work.

Celebrate diversity

Recognize heritage months throughout the year or find other ways work together to
celebrate our differences.

Mentor diverse talent

Invite someone to shadow you at a meeting, join you in a presentation,
introduce to others within your network.

Involve diverse talent in recruiting and seek ideas for new
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recruiting avenues

Inclusion and diversity efforts work hand-in-hand when we actively seek out
and include diverse talent in our hiring efforts

Offer a variety of social activities

Remember that not everyone enjoys the same activities

CAMPUS RECRUITING
Campus recruiting efforts are a critical component of our commitment to DE&I,
our future leaders and overall employment brand and the rewards of working in
public service.

Campus Recruiting Tips
□

□

□

□

□
□
□

Know your numbers. Get the diversity statistics from your targeted
schools (from the business school specifically)so you can make informed
decisions about your diversity recruiting efforts. Rethink schools that
offer no diversity or add additional schools that are more diverse.
Develop relationships with the Career Services on campus. Ask about
diversity recruiting events and student diversity clubs/organizations.
Most schools offer diversity recruiting events and/or have diversity
student groupson campus --- the career center will point you in the
right direction to make these important contacts.
Develop relationships with campus Disability Resources offices that
serves students with disabilities. Share information about the City of
Lowell and ask how to best attract and connect with qualified students
with disabilities on campus.
Connect with student chapters of affinity groups. The National
Association of Black Accountants (NABA) and Ascend (for Asian students
in business), are examples of affinity student groups. To find out if these
groups are represented in your targeted campuses, ask the Careers
Services department at the college/university. If these organizations are
represented on your selected campuses, seek opportunities to connect
with their membership (e.g., speaking at chapter meetings, sponsoring
scholarships or events, hosting meetings, etc.). Contact the student
leaders of the groups and ask them how to best interact with their
members.
Make sure your campus recruiting teams are diverse, if possible.
Actively practice and promote inclusion.
Use prior Interns or other current employees as Ambassadors on their
respective campuses. Employees that are alumni of the school are
good resources to utilize. They will have the inside scoop on who to
contact and may have some established relationships with professors
and others on campus. Ask them to keep you informed about diversity
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□

□

□

□

□

and other events on campus, help spread the word about the firm, pass
out information, etc.
Maintain Metrics and Analyze in the Post-Season. We need to be
able to take an objective look at where we are getting the best R-O-I.
The only way to do this is to take a look at how many diverse students
we were able to attract, interview, and hire at each campus. This will
allow us to utilize our resources in a more effective manner.
Sponsor minority-scholarships applicable programs at your
targeted colleges/universities. Even small scholarships help build
brand recognition on campus.
Encourage Veteran City of Lowell employees to get involved. Ask
the Veteran employees in your department to help us identify
sources for Veteran candidates promote the City of Lowell within
their networks.
Scale down your campus program to a shorter list of targeted
schools. This will allow your campus teams to better build our
brand on our select campuses; create deeper and more meaningful
relationships with campus groups, faculty, and students; increase
the R-O-I per campus, and develop richer pipelines for future talent.
Share resumes/candidates. If you talk with a good student that wants
to work in one of our other departments, pay it forward!

Additional Campus Recruiting Resources
Minority Student Outreach
• Hispanic/Latino Students -Association of Latino Professionals for
America – network and recruit through campus student chapters in
your area.
o Student Chapters: http://www.alpfa.org/?page=students
o Student Symposiums/Hiring Events:
https://www.alpfa.org/page/Fall_symposiums_2020 (will change annually)
•

o

Pan Asian Students - Ascend – an affinity group for Pan Asian Leaders - recruit
through student chapters in your local area.
o Student Chapters: http://www.ascendleadership.org/?page=Chapters

Resources for Individuals with Disabilities
• OFCCP listing of recruiting sources for hiring IWDs:
o http://www.dol.gov/ofccp/regs/compliance/resources_recruit_disability.ht
m
Resources for Veteran Candidates
•
•
•

http://www.uschamberfoundation.org/hiring-our-heroes
http://www.dol.gov/ofccp/regs/compliance/resources_recruit.htm
https://www.dol.gov/veterans/hireaveteran/
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1.0 - Document Request List

City of Lowell
HR/Diversity, Equity & Inclusion
AssessmentDocument and Data
Request List
March 9, 2021

In order to help get our team up to speed with our assessment, please provide the
documents below at your earliest opportunity. You can upload these documents via our
LeapFILE upload tool (instructions have been sent to you separately).
DOCUMENT REQUEST LIST

Please share the information from the list below that is already generated/available. If it
does not already exist or will be a significant challenge to obtain please let us know. While
we have attempted tomake this list all exhaustive there may be additional requests for
documents and/or data as we make our way through our assessment.
01. Organization chart/list of departments and descriptions
02. Job descriptions (all departments)
03. Sample Job Postings (all
departments)
04. 04. Employee Handbook(s) N/A
05. New Hire Packets (including all forms, benefits information etc.)
06. List of all active employees to include job title, manager/supervisor status (Y/N),
department,hire date/length of service, race/ethnicity, gender, age, veteran (Y/N),
disability (Y/N).

o NOTE: Do not provide names of individuals for this or any other report request

07. List of all hires made in the last 18-36 months including all demographic data per above
as wellas source of hire
08. List of all applicants in the last 18-36 months including all demographic data per
above andreasons for not hiring
09. List of all terminations in the last 18-36 months including demographic data per
above andreason for termination
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10. List of all promotions in the last 18-36 months including all demographic data per above
11. List of all compensation adjustments/salary histories in the last 18-36 months
including alldemographic data per above and reason for adjustment
12. List of all training opportunities/completed trainings in the last 18-36 months
including alldemographic data per above
13. List of all performance ratings/scores in the last 18-36 months including all
demographic dataper above
14. List of all complaints/grievances in the last 18-36 months including all demographic
data perabove and reason for complaint
15. List of all disciplinary actions taken in the last 18-36 months including all demographic
data perabove and reason for discipline
16. Applicant forms and documents (if not included in new hire packets)
17. Hiring and/or HR process forms, checklists, interview tools/guides, workflow maps,
processflows etc.
18. Performance assessment forms, tools etc.
19. Current year budget(s)
20. Strategic and/or operating plan(s)
21. List of technology systems and other tools used by or related to the HR function
22. CBAs
23. Any other document/information that you would deem to be helpful for our assessment

Thank you! The CLA Team
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2.0 - DE&I Online Survey Questions – Active Employees

Introduction

Thank you for participating in our survey. Your feedback is extremely important in building upon the
City's ongoing efforts to provide an equitable and inclusive culture for all City of Lowell employees of all
backgrounds. Please know that survey responses will be kept confidential and anonymous – a minimum
number of responses will be required for all demographic data in order to protect this anonymity. Your
responses have absolutely no bearing on your employment and your participation is 100% voluntary.
If you have questions or concerns about this survey, please contact:
Tom Kennedy (tom.kennedy@CLAconnect.com)
or
Gabby Barrett (gabrielle.barrett@CLAconnect.com).
This survey should take less than 10 minutes to complete and is ideally completed in one sitting.
We ask that you complete this survey no later than 4/16/2021

Definitions

The following definitions are being provided to assist your understanding of key terms used throughout
the survey.
City of Lowell: the City of Lowell's workforce and organization (not the general population or residents).
Diversity: the presence of differences that may include race, gender, religion, sexual orientation,
ethnicity, nationality, socioeconomic status, language, (dis)ability, age, religious commitment, or
political perspective.
Equity: promoting justice, impartiality and fairness within the procedures, processes, and distribution of
resources by institutions or systems.
Inclusion: an outcome to ensure those that are diverse actually feel and/or are welcomed. Inclusion
outcomes are met when you, your institution, and your program are truly inviting to all.

Attitude Toward Leadership
1.
2.
3.
4.
5.

Employees who are different from most others are treated fairly at the City of Lowell.
I see strong leadership support of the City of Lowell’s value of diversity and inclusion.
People of all cultures and backgrounds are respected and valued here.
LGBTQ+ employees are treated with respect in my department.
People who speak English as a second language are treated with respect in my department.
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6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

People who are immigrants are treated with respect in my department.
People of all religions are treated with respect in my department.
I feel included and respected within the City of Lowell.
I am comfortable talking about my background and cultural experiences with my colleagues.
Employees of different backgrounds and abilities interact well within the City of Lowell.
Management demonstrates a commitment to meeting the needs of employees with disabilities.
Racial, ethnic, and gender-based jokes are not tolerated by the City of Lowell.
Jokes about lesbians, gays, bisexuals, and transgender people are not tolerated in my workplace.
Jokes about religion are not tolerated by the City of Lowell.
The City of Lowell provides an environment for the free and open expression of ideas, opinions,
and beliefs.
16. If I had a concern about harassment or discrimination, I know where and how to report that
concern.
17. [ Open Ended Comment section]

Discrimination and Harassment

18. The City of Lowell’s policies and procedures discourage discrimination.
19. I believe the City of Lowell will take appropriate action in response to incidents of
discrimination.
20. There is cultural diversity among the people a job candidate will meet/see on their first visit to
the City of Lowell.
21. Within the City of Lowell, everyone has access to equal employment opportunities regardless of
their differences.
22. My supervisor demonstrates commitment to and support of diversity.
23. My supervisor handles diversity matters appropriately.
24. The City of Lowell has done a good job providing training programs that promote diversity,
equity, and inclusion.
25. [ Open Ended Comment section ]

Belonging
26.
27.
28.
29.
30.
31.
32.

In my organization, I can be successful as my authentic self.
I can voice a contrary opinion without fear of negative consequences.
When I speak up at work, my opinion is valued.
I rarely feel like I am “the only one.”
I often worry I do not have things in common with others in my organization.
I feel like my colleagues understand who I really am.
[ Open Ended Comment section ]

Evaluation and Promotions

33. Employees of different backgrounds are encouraged to apply for higher positions.
34. There is a career development path for all employees at the City of Lowell.
35. Promotion decisions are fair at the City of Lowell.
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36. My job performance is evaluated fairly.
37. I feel that my compensation is fair, relative to similar roles in my department.
38. [ Open Ended Comment section ]

Demographics
39.
40.
41.
42.
43.
44.
45.

What is your gender identity?
Race/ethnicity
Are you a military veteran?
Age group
Are you a manager/supervisor?
What department do you work in?
[ Open Ended Comment section ]
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3.0 - Department Head/Manager 1:1 Interview Questions

1.
2.
3.
4.

Date of Interview
Department of Interviewee
Name of Interviewee
What is your understanding of why we’ve been engaged to conduct this assessment, including
this interview?

What do these words mean to you:
5. Diversity
6. Equity
7. Inclusion
8. To the best of your knowledge, in your time with the City of Lowell have there been any DE&I
efforts in the past?
9. If so, what have they been (survey, assessment, training, etc.)?
10. Additionally, what was your perspective on the effectiveness of any DE&I initiatives if they
occurred?
11. Volume of hiring needs each year? (e.g. 5 per year)
12. Volume of hiring needs since March 2020 (COVID-19)?
13. How is a need identified and a job opening approved?
14. Where are jobs posted internally and externally?
15. What is your role in the hiring process?
16. Who else is involved in the hiring process?
17. Who screens resumes, schedules candidates, conducts interviews?
18. Who makes the final hiring decision?
19. In your opinion, what works and what could be improved?
20. To the best of your knowledge, is attracting a diverse candidate pool articulated or emphasized
at any point during the hiring process? Yes or No?
21. Is the importance of a diverse candidate pool discussed during the job opening approval
process?
22. Does the City of Lowell make its commitment to a diverse and inclusive workforce clear in job
postings?
23. Are there deliberate outreach efforts made to the community?
24. Any other ways that you know of?
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Have you had training in any/all of the following areas? If yes, when was that training and please
describe both the format (in person or remote) and topic:
Interviewing skills and the Law
25. Yes or No?
26. How effective on a scale of 1-10?
27. Why did you choose this rating?
Diversity, Equity, and Inclusion
28. Yes or No?
29. How effective on a scale of 1-10?
30. Why did you choose this rating?
Anti-Harassment
31. Yes or No?
32. How effective on a scale of 1-10?
33. Why did you choose this rating?
34. Any other related trainings?
35. Who would you say is/should be “in charge of” DE&I hiring retention and reinforcement efforts
for the City?
36. What do you see HR’s role as in these efforts?
37. What do you see the City Manager’s role in these efforts?
38. How would you describe your own role in attracting and retaining a diverse workforce?
39. Do you think your role should be different in any way? How? Why?
40. How would you describe your role in promoting a diverse, equitable and inclusive culture?
41. Do you think your role should be different in any way? How? Why?
42. What challenges/obstacles currently exist in the City’s ability to attract and retain a diverse
workforce, if any?
43. Do you believe the City of Lowell’s workforce is appropriately representative of the community?
44. What more could the City be doing to attract and retain a diverse workforce if anything? If you
could change or improve anything what would that be?
45. Do you believe that this assessment, the recommendations, and/or training that we’ll provide,
will have a meaningful impact at the City of Lowell? Why/why not?
46. Is there anything else we haven’t asked about or that you’d like to discuss that you think would
be meaningful?
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4.0 – Applicant/Hiring Experience Survey Questions

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
11.
12.
13.
14.
15.

Have you applied for a position with the City of Lowell (not the Lowell Public School System)?
If you answered “Yes” to question 1 what year did you apply?
What department did you apply to?
Did you receive a response to your application?
Were you interviewed?
Were you hired?
If your answer to question 6 was “No” were you provided with a reason that you were not
hired?
If your answer to question 7 was “Yes” what was the reason?
Please rate your overall experience with the City of Lowell applicant/hiring process
Please provide any additional feedback on your answer to question 9 and overall experience
with the City of Lowell applicant/hiring process
Race/Ethnicity
Disability
Gender Identity
Veteran
Age
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5.0 – Sample Chief Diversity, Equity and Inclusion Officer Job Description
Reporting to the City Manager, the role of the Chief Diversity, Equity and Inclusion Officer is the
principal advisor to the City Manager on issues of diversity, inclusion and equitable practices
throughout the city of Lowell. This position provides cohesiveness and serves as a channel and
resource for numerous divisions, staff programs and activities to promote inclusive excellence
and welcoming environments for all.
This role performs professional and organizational duties relating to formulating policy,
administering and supervising programs that promote diversity and equal opportunity for both
the solicitation of vendors, and recruitment of employees. This role develops programs
designed to support new vendors with compliance and bidding requirements. This role ensures
organizational efficiency in the application of prescribed policies, procedures, and methods.
Essential Functions:
(The essential functions or duties listed below are intended only as illustrations of the various
types of work that may be performed. The omission of specific statements of duties does not
exclude them from the position if the work is similar, related or a logical assignment to the
position.)
o

o

o
o

o

Provides city-wide direction/support/communication in the areas of diversity,
inclusion and related compliance matters to include updating directors, division
heads, and administrators on the impact of changes to state and federal
regulations and legislation as well as executive orders; stays current on laws,
regulations, trends and best practices related to diversity and inclusion.
Has a lead role in facilitating the development of strategies, policies and
guidelines that advance understanding of diversity and inclusion issues across
the workforce and the community.
Coordinates with individuals who are overseeing diversity and inclusion efforts
within individual divisions and city boards and commissions.
Interacts with all city departments, including schools, to enhance existing
programs and develop new programs that encourage active engagement in
activities that demonstrate the city’s commitment to inclusion.
Maintains and monitors the implementation of the city’s Non-Discrimination and
Harassment Policy for employees, residents, students, and staff.
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•
•
•
•
•
•
•

•

•

Responsible for a comprehensive professional development program for all city
employees, councils, boards and commissions regarding diversity and inclusion efforts.
Enhances the city’s presence in the community, as a partner committed to diversity and
inclusion, with state and local agencies, task forces, community interest groups, etc.
Prepares reports and statistical analyses.
Chairs the Employee Diversity Equity and Inclusion Leadership Council.
Attend business seminars and trainings to increase job skills and network with other
professionals in the field.
Represent the city at the community meetings associated with diversity and attend
public meetings sponsored by federal, state and city agencies.
Accomplishes special project results by identifying and clarifying issues and priorities;
communicating and coordinating requirements; expediting fulfillment; evaluating
milestone accomplishments; evaluating optional courses of action; changing
assumptions and direction.
Updates job knowledge by participating in conferences and educational opportunities;
reading professional publications; maintaining personal networks; participating in
professional organizations. Enhances department and organization reputation by
accepting ownership for accomplishing new and different requests; exploring
opportunities to add value to job accomplishment.
Performs all other duties as required.

Education, Training and Experience:
Master’s degree in organizational development, counseling, human resources or related field,
and seven to 10 years of progressively responsible related experience, two of which were in
managerial capacity. Experience implementing diversity and inclusion programs and
educational tools; or any equivalent combination of education, training and experience which
provides the required knowledge, skills and abilities to perform the essential functions of the
job. Certified Diversity Professional (CDP), Certified Diversity Executive (CDE), Cornell Certified
Diversity Professional (CCDP) or other related diversity certification is desired but not required.
Ideal candidate will be bi-lingual in English and Spanish
Knowledge, Ability and Skill:
Knowledge: Advanced knowledge of commonly used organizational diversity and education
resources concepts, practices and procedures. Working knowledge of design and development
of professional development programs. Working knowledge of training best practices,
advanced knowledge of professional development training programs. Cultural and Global
awareness.
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Ability: Ability to maintain effective working relationships with others. Ability to lead and direct
the work of others. Must be accurate, thorough and well organized in working with detailed
information; takes initiative to assure timely compliance with deadlines and the resolution of
pending matters. Ability to maintain tact and discretion in challenging situations and
interactions with employees. Ability to maintain confidential information and to respond
quickly to unexpected project with short deadlines or changes in important procedures. Ability
to prepare written reports to executive level staff on initiatives.
Skill: Excellent public speaking, facilitation, organizational and analytical skills. Demonstrates a
highly proficient use of computers, office automation, and other department specific computer
applications and technologies. Skill in developing metrics for measuring the effectiveness of
diversity initiatives implemented.
Supervision:
Supervision Scope: The employee is familiar with the work routine and uses initiative in
carrying out recurring assignments independently.
Supervision Received: Works under the direct supervision of the City Manager, and works
closely with the Human Resources Director regarding diversity initiatives.
Supervision Given: Supervises support staff and consultants.
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6.0 – Additional Hiring Data
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