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Executive
Summary

Executive Summary
▪ The City of Framingham, touted as one of the
most diverse districts in the area, has recently
transitioned from a town to a city with its
unique government and ways of working.
▪ Diversity and inclusion extends beyond city
halls as the demographics of the city itself
continue to change and grow. In order to
ensure that the city is meeting the needs of
all, City of Framingham employees were
interviewed from April 18, 2019 to April 23,
2019. Research included:
−

7 leader interviews

−

11 individual contributor interviews
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Qualitative Interview Findings
The following is an overview of the strengths and areas of opportunity that emerged during our
conversations with leadership and employees through 1:1 interviews.

Strengths
Community outreach initiative and efforts
Departments and Mayor alike committed to active
outreach with diverse constituencies

Strong individual commitment and passion for
public service
Individuals share a common aspiration to have a
positive impact on their local communities

Top leadership strategy alignment
Clear alignment on mission, vision, and overall priorities
amongst leadership

Collective commitment to the City of Framingham
Employees are hopeful for the future of the City of
Framingham due to its desire for continuous
improvement

Opportunities
Improved internal partnerships
Departments and leadership would benefit from
additional and intentional partnerships to ensure
execution of strategy

Establish communications best practices
Establish communications strategies to ensure topdown communications are shared effectively and
consistently with all employees

Reflect demographics of community
Strong belief in the need to ensure the
government staff reflects and represents the City
of Framingham community
Career progression
Career stagnation was noted due to lack of retirement,
inconsistent developmental opportunities, with an
emphasis on tenure
© 2019 Korn Ferry. All rights reserved
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Leader Interview Results
Headlines

▪ When inclusion has been prioritized, the benefits have included:
clear communication, faster resolutions to issues and/or conflicts
and increased cooperation from local constituents and/or business
owners.
▪ The City of Framingham government staff does not represent their
constituents culturally or ethnically. This lack of representation
impacts various aspects of the relationship between the
constituents of Framingham and the government; it creates
barriers to communication, community outreach, community
participation, and the effective use of government services.
▪ The transition from a town to a city has increased uncertainty of
employee roles within the government, especially for those who
reside within City Hall offices.
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Individual Contributor Interview Results
Headlines

▪ Employees are attracted to municipal work because it allows them to
focus on commitment to public service, impact within communities,
and long-term job security and benefits.
▪ There are varying degrees to which departments work well together
and where diversity and inclusion appear to be maturing and
benefiting employees as well as the communities they serve.
▪ A majority of employees noted a positive relationship with their direct
manager or departments.
▪ Language barriers were noted as a consistent barrier to serving the
people of Framingham. Those barriers were most common in the form
of translations for government documents, employee willingness to
communicate with individuals who do not speak English, and ongoing
interactions with various city communities.
▪ Navigating unspoken work politics and an emphasis on tenure and
seniority currently impact career progression and advancement.
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Leader
Interview
Findings

Leader Interviews
Key themes and observations

Leaders believe that the government staff should reflect and represent the Framingham
Community.
▪ Many leaders were concerned with the lack of cultural representation in the City of Framingham
government.
− “If you don’t understand our diverse constituents, we are just shooting in the dark.”
− “We need to reflect the community we serve. If we are predominately one race but that doesn’t match our
community, we won’t get the buy-in we need.”
− “We have a lot of Brazilian people in the community, but they are not working in the government outside of
maintenance. When you look at your staff think if it is inclusive of everyone in your city.”

▪ All the leaders desire what is best for the city and are looking for ways to continually grow and
enhance how the community is served.
− “To be successful here, you need drive, dedication, and a desire for public service. You have to be driven to
come to work every day and make a difference. Some days are hard, and others are really rewording. This
is not a 9-5 job. This is a 50-60 hour per week job…It’s an unbelievable field to work in if you want to make
a difference.”
− “I am glad the initiative is ongoing but let's make sure these changes a lasting and survive beyond this
mayor. Long lasting change. Let’s keep it going.”
© 2019 Korn Ferry. All rights reserved
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Leader Interviews
Key themes and observations

Leaders believe that the government staff should reflect and represent the Framingham
Community. (Continued)
▪ Leaders gave insight into what they thought the top priorities were for the City of Framingham as
communicated by the Mayor, including Diversity and Inclusion and a “city for all.”

City of Framingham Priorities
Diversity & Inclusion
Economic development
Transparency
Make government more accessible/increase citizen
engagement
Cost effective/leverage more state resources
Education
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Leader Interviews
Key themes and observations

Attracting top talent is a priority for many departments.
▪ Attracting and retaining talent was noted as a large area of improvement across departments.
− “It’s a struggle for HR to branch out from where they look for talent. There isn’t much outreach beyond the
municipal website.”
− “It’s a problem that we have with recruiting and retaining good talent.”

▪ A few leaders spoke about their efforts to attract top talent and a more diverse workforce.
− “We make it an effort to hire a more diverse workforce…For some positions we need people who speak
Spanish and Portuguese – if its really needed we will put that in, but areas where it isn’t required we still
put it as preferred.”
− “If we do not expand the ways we attract potential talent, we will keep getting the same candidates, who
are not meeting the current and futures needs of our diverse city.”
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Leader Interviews
Key themes and observations

Community outreach and participation were brought up consistently throughout the
executive interviews.
▪ Community outreach was noted as a major goal for most of the departments.
− “Being out in the community is the most important thing. There are community events that include the other
cultures—lets move around the city and have more things.”
− “I hired a [ethnicity noted] guy, he reached out to his community because he could be our ambassador,
before that the city department was not viewed positively.”
− “We have areas of Framingham that are not touched by city services because of mistrust, no
understanding of how they can benefit from services, and I think an inclusion officer could help with this.
This should look at the city as a whole, look at the people who need it the most. We need someone who
can reach out to those groups.”
− “The neighborhood where I grew up doesn’t have a voice. The whole community isn’t being served.”

▪ The Leaders recognized that the Mayor has reached out to underserved communities in
Framingham and that she has participated in community events.
− “I never saw explicit barring of people from participating, but the mayor has been reaching out to people to
get a wider range of involvement.”
− “The Mayor is at events on the weekends with a variety of groups (LGBT, Brazilian, etc.) and it is all on
social media. Supposed to be a city for everyone. The outreach and inclusiveness are big things the mayor
© 2019 Korn Ferry. All rights reserved
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Leader Interviews
Key themes and observations

Many of the leaders noted that they have spent time getting to know the Mayor, but would
like to see her communicating and spending more time with her junior staff.
• Many of the leaders want to see Mayor Spicer interacting with internal employees more.
− “Mayor Spicer is really engaging and dynamic. The lower level employees are missing out on that. They
would feel that connection if they were brought into discussions.“
− “I want more communication. She’s extremely busy and I want more one on one time with her. At the very
beginning I had more one on one time to talk but not so much now.”
− “Downward communication has struggled.”
− “Every minute of the Mayors day is booked. She needs some breathing room. You may have to wait 2
weeks to meet with the Mayor for half an hour. “
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We asked leaders where a diversity, equity and inclusion strategy
could have the greatest impact in the government…
Half of the leaders ranked “to help recruit, retain, and advance talent” as having the greatest impact
on government, with “to optimize performance, engagement, and productivity” as having the second
greatest impact, and “to help grow constituency satisfaction” as having the third greatest impact.

To help develop innovative solutions

To help protect and enhance reputation and public
image

To help grow constituency satisfaction

To help optimize performance, engagement and
productivity

To help recruit, retain and advance talent
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Individual
Contributor
Findings

Individual Contributor Interviews
Key themes and observations

Rationale for Diversity & Inclusion
• The majority of the participants shared that there has been positive
shift and focus on diversity and inclusion, particularly in the past few
years.
• Many recognize that the City of Framingham is likely more diverse
than most large towns, with residents speaking 26 different languages.
However, 90% of city employees are English-speaking, creating a
significant barrier to truly understanding and servicing its residents and
the community at large.
• Employees tended to define diversity as primarily visible (age, race,
gender, sexual orientation) and non-visible (diversity of thought,
background) characteristics. Within individual contributor interviews,
ethnicity and language were most dominant.
• Participants understand the importance of D&I and the positive impact
it can have on the community, improving the residents’ experience,
increasing innovation, bringing in new talent and equal employment
opportunities for all employees.
• It would attract more people to live in the city and thus bring in
more businesses, and residents from diverse backgrounds
would feel more comfortable engaging and being actively
involved in the community.
• Among City of Framingham employees, it would bring in new
ideas and perspectives, and enhance operational efficiency and
productivity.

What City of Framingham
employees are saying:
▪ “We have a lot to do, but we are
[currently] trying and being more diverse
and open [which] will bring more people.
”

▪ “It would be nice to see a mix of people
through the city [government]. The more
of a mix, the more people bring to the
table and the more things get done.”
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Individual Contributor Interviews
Key themes and observations

Leadership Commitment & Action
• With Framingham becoming a city, and subsequently having a new Mayor,
employees are hopeful and acknowledge a deliberate change for the
better.
• Many recognize that the new Mayor is making an effort to support and be
involved with several different groups, including the LGTBQ+ community.
• Frequent, consistent communication and messaging is needed
(both internally and externally) in envisioning the mission, vision
and goals for the City of Framingham’s and its commitment to D&I
• Although the City Council has become more open, they remain
conservative in their commitment to D&I. Given the degree that the
Mayor has committed to D&I, there appears to be a disconnect.
• Employees would like to see:
• Funding be invested in the targeted initiatives to open the door for
multiple communities.
• Access to education and training in order to build self-awareness
around unconscious bias so that employees and managers are
treated fairly.
• System and process updates so that the City of Framingham can
be empowered to operate as one cohesive unit.
• A process to collect insights from exit interviews and be prepared to
act on feedback rather than fear potential political fallouts.

What City of Framingham
employees are saying:
▪ “City Council did a proclamation for
pride, which is important, but I don’t see
them as very open or on the same level
as the Mayor .”

▪ “No goal, mission, where we are going.
Haven’t felt that since transitioning to city
status.”
▪ “There has been a big change now that
we are a city and the position that the
Mayor has.”
▪ “It doesn’t seem like a lot of the offices
are in sync. It doesn’t seem like one
cohesive unit.”
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Individual Contributor Interviews
Key themes and observations

Recruitment & Retention
• Benefits (unrelated to pay), connections with coworkers and the
community, as well as enjoyment of the work were the primary reasons
people have stayed with the City of Framingham.
• Lack of progression was noted as a point of frustration for many. Some
shared having to relentlessly advocate for their own professional
development. Where online and in-classroom certifications are
available, some classes are offered few and far in between so it takes
much longer to obtain a designation.
• There is no differentiator or incentive in compensation between
performance of people in same and/or similar roles.
• There are small pockets of turnover within departments. People
typically leave for career advancement, and not because they are
unhappy.
• Employees would like to see a more diverse pool of candidates and
equal employment opportunities for all.

What City of Framingham
employees are saying:
▪ “I like that it’s a smaller city so it’s easier
to get to know the community.”
▪ “There should be a way to identify above
and beyond employees, or have skills to
be developed (train with different
departments).”
▪ “There are a lot of politics in that you
need to know people, and it’s all very
slow. It’s a long game. I don’t see career
advancement for myself.”
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Individual Contributor Interviews
Key themes and observations

Development, Advancement and Ability to Do Best Work
• Tenure is a recurring theme for promotions and development.
Advancement is perceived as rare; often, someone has to retire in
order for a position to open up.
• While development opportunities are present, a lot of frustration comes
from opportunities not being distributed fairly as well as the lack of
direction and/or incentive to develop without clear advancement goals.
• There is a desire for increased communication and transparency
around development.
• What development opportunities exist at the City of
Framingham?
• What criteria is used to decide who receives what development
opportunities?
• What is the budget for development opportunities?
• There is a lack of diversity in the types of development avenues
available to employees – most noted are webinars and external
technical certifications/designations.
• There seems to be two opposing viewpoints: some note opportunities
are rare while others believe opportunities exist and that employees
are choosing not to do what is needed to prepare for advancement.

What City of Framingham
employees are saying:
▪ “As long as you ask, the opportunity is
there. To advance, you need to work
around tenure and wait for people to
retire. Not a lot of movement between
divisions in the city.”
▪ “Give opportunities to everyone – create
a policy around education and
conferences. They have the incentive for
vocation – they pay for one course every
6 months, which isn’t publicized. If
everyone here wanted to do that, they
wouldn’t be able to pay it.”
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Individual Contributor Interviews
Key themes and observations

Having a Voice
• Factors that influence whether employees perceived diverse
perspectives, cultures, styles, and ideas as highly valued and
leveraged included:
• Department: a majority of participants indicated that their ideas
are generally valued within their departments, but not across
departments.
• Tenure: many employees cited that their ability to express their
suggestions, voice, and advice increased the longer they were
in a position.
• Language: there is a lack of diversity in language, which does
not reflect Framingham as a city (most commonly mentioned
languages other than English were Spanish and Portuguese).
• The progression of the city as a whole and the improvement of
communication and information-sharing is recognized as a positive
change by most of the interview participants, with some noting that
there is still room for improvement internally.

What City of Framingham
employees are saying:
▪ “If you are a rookie then you are likely
not encouraged to give your ideas
(tenure), but once you are established,
you feel like ideas and perspectives are
listened to, even if they are not enacted.”
▪ “Some people would value it, some
people do not. If the city employees were
more diverse it would help out more. But
we are not. City employees do not reflect
the city. We get a lot of complaints and
90% of people speak a different
language and we don’t have 90% of our
staff speaking those languages.”
▪ “Each department has their own goal and
that’s the way they see it – suggestions
are sometimes accepted but there is a
‘don’t tell me how to do my job’ attitude.”
© 2019 Korn Ferry. All rights reserved
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Themes Across Qualitative Analysis Cohorts
Key themes and observations

Themes

Executive
Interviews

IC
Interviews

Lack of cultural, ethnic/racial, and language diversity reflects a disconnect
between the City of Framingham and the populations it serves.
Divergent views in how D&I is prioritized and communicated within the City of
Framingham.
Attracting and retaining talent is an area of improvement for a majority of
departments. Opportunities to improve across the organization include:
a) Opportunity to redefine the relationship between development and
advancement/career pathing as it relates to tenure and/or level.
b) Opportunity to increase communication and transparency internally for
development and hiring, specifically with managers.
c) Opportunity to assess discrepancies between departments and
develop “best practices” for management and inclusion.
A need to internally communicate the City of Framingham’s mission, vision,
and goals.
A need to acknowledge potential political implications and how they might
affect courageous conversations and actions.
© 2019 Korn Ferry. All rights reserved
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Recommendations

Core Principles Supporting Recommendations

Lead with inclusion both
in leadership position
and strategy

Establish a range of D&I
performance metrics that
launch focus and
accountability and drive
the right behaviors

Define diversity in its
broadest sense

Embed D&I strategies at
every stage of the talent
life cycle and interaction
points

Wherever possible,
leverage and/or adapt
existing processes and
systems to drive
sustainability

Establish a D&I
framework but localize
strategies and action
plans by business unit or
location (e.g. aspects of
diversity that showed up
as relevant to the city)

Establish organization-wide
integrated experiential learning
and development activities
tailored to the needs of select
business units, functions, roles,
and demographics
© 2019 Korn Ferry. All rights reserved
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City of Framingham Recommendations – Priorities and Actions
Supporting Framingham’s diversity and inclusion business case to be a “city for all.”

Leadership Commitment
▪ Increase transparency of both city
and inclusion strategy and priorities.
Especially below the leadership
level. Link employee day to day
work with foundational and growth
activities.
▪ Establish consistent communication
channels to reinforce strategy,
priorities, best practices, success
stories, etc..
▪ Connect leaders to select employee
associations and/or external
community groups to increase
sourcing, engagement and visibility.
▪ Increase focused efforts on city
diversity and inclusion by appointing
a leader of inclusion focused both
across the municipality and
external community.
▪ Reinforce metrics around diversity
and inclusion on manager and
employee scorecards.

Inclusion & Innovation
▪ Conduct D&I awareness education
for all employees and prepare
leaders to effectively convey key
inclusion messages (includes
identification of measures for
employee D&I awareness and
engagement).
▪ Consistently celebrate innovative
and inclusion successes.
▪ Leverage “Diverse by Design”
teams to solve complex problems;
tackle challenging opportunities and
innovate. Consider focusing first on
cross department partnerships to
improve the city constituent
experience.

People & Engagement
▪ Ensure supply of diverse
perspectives that can reflect the city
constituents.
▪ Review and refine the requisition
process including hiring manager
intake conversation. Consider
reviewing requirements for select
roles and extend outreach and
relationship recruiting.
▪ Build capabilities of leaders and
their focus on people development.
Consider opportunities (and
rewards) for cross-department roles,
parentships and talent sharing.
▪ Increase transparently of education
and development opportunities for
all employees. Consider redefining
growth opportunities to be beyond
movement of level. Provide
examples and access to all.
▪ Establish employee lead inclusion
and/or culture council
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City of Framingham Recommendations – Indicators of Inclusion
To ensure Framingham is achieving its desired goals around Inclusion, it will be important to establish
a set of metrics to initially share, monitor and discuss as a leadership team. As Framingham matures
in its efforts, it may want to consider sharing a subset of its metrics internally and externally.
Leadership Commitment
▪ Establish Inclusion Index (subset
of employee survey questions) to
measure inclusion and culture
perceptions for all
▪ Run Index; action plan based on
data collected
▪ Run Index Pulse Survey (e.g.,
every 6 months); consider realtime app or pulse surveys to
capture feedback on behaviors,
town-halls, etc.
▪ Aggregate data reporting initially;
Consider individual leader
reporting as municipality matures

Inclusion & Innovation
▪ Introduce diverse by design (DBD)
teams to solve challenges and/or
city opportunities
▪ Measure # of DBD teams
implemented; experience of
people on DBD teams; outcomes
of DBD teams (speed to
innovation, # of ideas
implemented, revenue associated
with new ideas)

People & Engagement
▪ Partner with HR to link to leader and
employee objectives to inclusion
priorities

▪ Measures around non-level
development, training, crossdepartment roles and transfers,
diverse successors, voluntary
turnover, diverse candidate slates,
and having an all municipality
mindset for talent

© 2019 Korn Ferry. All rights reserved

25

City of Framingham Recommendations – Continuous Awareness
Leaders can get started now by focusing on any of the following D&I awareness activities with their
departments.

▪

Continue discussions on D&I and additional guidance on how
to have D&I-related conversations with others

▪

Share case studies and best practices, including success
stories, pitfalls to avoid with both leaders and employees

▪

Leverage partnership with HR team to gather data (attrition
rates, promotions, etc.) and align on expectations

▪

Explore and learn about diversity, inclusion and unconscious
bias

▪

Create a consistent culture of inclusion both within and
across departments

▪

Incorporate new methods to identify and attract top talent,
particularly multi-lingual talent

Leaders and employees
identified a need for strong
communications, messaging, support
from HR, and access to trainings
(e.g., unconscious bias &
developmental) as critical to the
success of its continued D&I initiative
in not only being able to work
together effectively and as a
cohesive unit, but also in how it
represents the diverse city of
Framingham, and how it serves its
residents.
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Methodology

Leader Interviews – Key Topics
▪ Business of the Organization (strategic priorities, strengths, biggest challenges)
▪ Culture (current state, strengths, cultural shifts, employee success, working styles, informal
networks)
▪ Business Case for D&I (current view, historical experience, compelling business case at City of
Framingham / within business unit, opportunities, support needed at leadership level, skills
needing to be developed)

© 2019 Korn Ferry. All rights reserved
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Individual Contributor Interviews – Key Topics
▪ Rationale for Diversity and Inclusion (affect on business results, affect on team, barriers related to
D&I)
▪ Leadership Commitment and Action (leadership current commitment, behaviors / actions needed
for an inclusive work environment, skill development needed)
▪ Recruitment and Retention (reasons one stays or leaves, retainment of high performers,
attraction and hiring practices)

▪ Development & Advancement (fair opportunities to develop & advance, strengths, barriers to
development, support provided)
▪ Having a Voice (diverse perspectives valued, current state D&I, inclusive behavior opportunities)
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Thank you

