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Executive Summary

The County of Santa Barbara Board of Supervisors, the County Executive, and engaged
department leaders pledged their commitment to prioritize workplace equity. In 2020,
the Board charged County HR to identify a bold strategy to create an inclusive
organizational culture where diversity and equity are embraced, where employees feel
safe, valued, and included in all aspects of organizational life, and, where the workforce
experiences a strong sense of belonging. Prioritizing workplace equity and inclusion
ensures the County can continue to attract and retain diverse employees aligned with
the purpose of supporting a safe, healthy and thriving County of Santa Barbara
community.

The Crucial Conversation’s Course
“It’s life-changing- helps with building meaningful relationships”.
-Participant

This report is designed to capture the County’s diversity, equity and inclusion (DEI)
journey from its early efforts, to initiatives implemented, to a longer-term look at
complementing and supporting departmental DEI efforts through a three-year action
plan. The DEI Action Plan is intended to advance DEI concepts and positively impact
the workplace culture.




1. The Journey

The County of Santa Barbara has been on a path to build a more equitable workplace.
Diversity, equity, and inclusiveness are essential elements of the County’s strategy and the
commitment to these ideals can be seen over the past few years. The County acknowledges
more work is required and the journey to achieving our DEI objectives is made more secure by
building upon the achievements made to date.
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2. The Tools

A. GARE Model: The County sought approaches and techniques for how to think and talk
about diversity and inclusion in the workplace setting. Additionally, we needed to provide
our leaders with the structure and tools to support equity and inclusion in their
departments. The County turned to the GARE Model to frame DEI concepts in a workplace
context. The GARE Model was the County’s starting place and it helped set the foundation
for strategy.



FRAMEWORK

LOCAL AND REGIONAL
.- GOVERNMENT ALLIANCE ON
.++ RACE & EQUITY

ORGANIZE
+ Build organizational
capacity and consistency
across the county to
amplify impact
* Prioritize leadership
development in DEI
concepts to strengthen
infrastructure

OPERATIONALIZE

+ Embed equity, inclusion
and belonging into every
process and service
« Establish partnerships
and collaborations that
further advance equity
and inclusion

NORMALIZE

* Provide a common
language and tools that
support DEI concepts
« Establish on-going data
collection to operate with
transparency and
accountability
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JOIN Guiding Principles: In order to set a direction, create alignment, and generate a
commitment to DEIl in the workplace, a set of guiding principles were identified. These
guiding principles have served to ground our strategy and set the tone for the
organizational change approach.

v It will be a journey - it is a commitment to roll up our collective sleeves and

continually assess, learn, revise, and re-design our structures and systems to make

them effective in responding to the ever-changing needs of both community
members and employees.

v' We start with ourselves- we will continue to assess the organization to determine

our strengths and areas of opportunity.

v' We don’t have all the answers - the County takes a position of humility around this
work. We don’t have and won’t have all the answers. We are willing to listen and

learn from others.
v" We will learn and explore - workforce Development: Cultural change is an

outcome of change at all levels of the organization. It is important to provide the

workforce with varied platforms offering opportunities to learn, explore, and
express. Employees need the tools and education that allow them to grow.



C. JOIN Framework: In support of the Board’s courageous commitment to creating a more

equitable and inclusive organization, staff designed an adaptable strategy for a two-year

period. The JOIN Framework was a path forward that allowed us to live up to our guiding

principles. The County began educating County leadership, worked with experts in the DEI

field, and adjusted efforts along the way.

COSB Race, Equity, & Inclusion Framework

J

JOIN
HANDS

Inquiry and curiosity
about the current
reality in the organization
regarding race, equity &
inclusion. Engage
organizational
stakeholders in self
reflection, strategic
questioning, and team
learning.

O

OPEN
HEARTS & MINDS

PHASE I

Imagine and identify
what the future state will
be. Identify systems,
structures, capacity and
tools required to
implement the new state
of race, equity & inclusion

in the County.

3. Gaining Momentum
Upon competition of the four phases of the JOIN Framework, CoHR identified a one-year plan

Engaging hands, hearts and minds to drive change

PHASE IlI

Innovate and empower
stakeholders to take the
required actions to
implement shared
solutions. Establish policy,
training, structures, and
systems to facilitate and
integrate the preferred
solutions.

PHASE IV

NAVIGATE
CHANGE

Inspire commitment
to the new path forward.
Deploy tools to
encourage collective
commitment to shared
vision. Engage
stakeholders to share
progress, course correct
and celebrate successes.

COUNTY OF SANTA BARBARA

to continue the County’s efforts to bolster equity and inclusion more broadly.

With an increased focus on DEI from employees, candidates, and the broader public, the

Board continued their investment in driving culture change. The one-year DEI plan identified

where resources would be deployed for the greatest impact and help the County progress in

our journey to building a better organization.



E]. IMPROVE HOW WE TALK ABOUT & UNDERSTAND DEI.
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4. Accelerating the Impact

Putting equity and inclusion into action requires placing DEI as an integral part of our County
strategy and working culture. This focus is reinforced by establishing a long-term approach to
building a better workplace. Having a long-term plan can act as an accelerator to achieving
expected outcomes. From recruiting to internal talent development to engagement and
measuring practices, a DEI plan will help guide the County’s DEI journey.

Operationalizing the County JOIN-DEI plan is a collaborative effort. Allies, supporters, and
champions exist at all levels and key stakeholders are invited to provide input, feedback and
to participate in working collectively toward accelerating and advancing the identified
strategies under each DEI Impact area.
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