
ONE DHS PEOPLE, ACCESS AND CULTURE ·  LEARNING COMPANION

Equity Analysis Toolkit
Examine how a decision may affect people differently, consider alternatives, and prepare for a 
conversation about what should happen next.

About this companion
These five learning stages are a program companion, not the official toolkit sequence. Optional 
practice does not replace the toolkit, required review, or engagement with affected people.

About the example
All people, records, and events in this example are fictional. The consequences illustrate questions to 
consider; they are qualitative examples, not predictions of real outcomes.

Stage 1: Describe the decision

Start with the decision itself: what is changing, what can still be changed, and who can decide. A clear 
scope helps people contribute while their input can still matter.

After this stage, you can
• Write a one-sentence description of the decision.

• Distinguish fixed conditions from choices still open.

• Identify who has decision authority.

• Locate the related questions in the official toolkit.

Try a fictional example
A service team is considering replacing mailed appointment reminders with text messages. Alex Rivera 
works changing shifts and shares one phone with Elena, who helps manage appointments and prefers 
written information in Spanish. These are their stated circumstances, not assumptions based on their 
names. What should the team clarify first?

Choice What this choice brings into view

Choose text messages now and discuss 
implementation later.

In this fictional continuation, Elena raises the shared-
phone concern after the proposal has been presented 
as settled. Ask which choices remain open and whether 
people can still influence them.

Define the reminder decision, its limits, and who 
can authorize a change.

The team separates the reminder method from rules it 
has no authority to change. It can now ask people about 
options that are genuinely open, while confirming 
applicable requirements with the responsible reviewer.
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Choice What this choice brings into view

Keep the existing process without further 
discussion.

Another fictional household reports unreliable mail 
delivery. Keeping the process also has effects worth 
examining; the team still needs to understand the 
problem and its authority to respond.

The decision and its limits
Describe the decision, what can change, and who has authority. Name any requirement that still needs to 
be confirmed.

Stage 2: Consider who may be affected

Look for differences in access, benefits, and burdens. Separate what the evidence shows from what you 
are assuming, and identify whose experience is missing.

After this stage, you can
• Identify people who may experience the decision differently.

• Separate evidence from assumptions.

• Name an information gap or missing perspective.

• Write a respectful question to learn more.

Try a fictional example
The fictional records show that a text reached Alex's phone. They do not show whether Elena could read it 
in time. Another household member uses a screen reader, and a different household prefers mail for 
privacy. What information would you seek?

Choice What this choice brings into view

Treat successful delivery as evidence that the 
reminder was usable.

The delivery record answers a narrow question. It 
cannot establish who read the message, whether it was 
understandable, or whether using it was private and 
accessible.

Ask staff which reminder method most people 
prefer.

Staff describe recurring difficulties, which helps identify 
questions. Their experience does not establish each 
person's preferences or replace hearing directly from 
people using the service.

Combine available records with accessible 
conversations about preferences and barriers.

Elena explains when she can access the shared phone. 
Other people describe different needs. The team has 
richer information but still checks who could not 
participate and avoids treating one family as 
representative of a community.

People, evidence, and unanswered questions
Note potential differences in experience, the evidence available, and whose perspective you still need. 
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Avoid identifying individual clients.

Stage 3: Compare possible approaches

Compare workable alternatives, including the current approach. Consider who gains convenience, who 
takes on additional work, and what could make each approach more accessible.

After this stage, you can
• Describe at least two feasible approaches.

• Identify a potential benefit and burden of each.

• Explain how an adjustment addresses a specific barrier.

• State what remains uncertain before a choice is made.

Try a fictional example
The team considers three approaches. In the fictional example, Alex wants texts, Elena needs information 
she can read in Spanish, and another household relies on paper reminders. Choose an approach to 
examine, not a final answer.

Choice What this choice brings into view

Use text messages as the only reminder method. Alex sees a reminder quickly during a break, but Elena 
cannot access the shared phone when she needs it. 
The team must examine language, shared-device 
access, privacy, and alternatives for people who cannot 
use texts.

Continue mailing every reminder. A household that prefers paper keeps its familiar 
method. Another household receives a reminder late. 
Keeping mail does not resolve all access concerns, and 
the team needs evidence about those remaining 
barriers.

Offer a choice of reminder methods and confirm 
communication preferences.

Different households can request different methods. 
Staff then identify the work needed to record, honor, 
and update those preferences. Choice deserves 
examination alongside staffing, accessibility, privacy, 
and applicable requirements; it is not automatically the 
best answer in every setting.

Options and tradeoffs
Compare two or more approaches. Include possible benefits, burdens, adjustments, and uncertainties 
rather than predicting results.

Stage 4: Plan participation and action

Identify who should help shape the decision and what would make participation possible. Explain what 
people can influence and how they will hear what happened to their input.
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After this stage, you can
• Identify who should help shape the decision.

• Propose an accessible way to seek participation.

• Assign a responsible person to a proposed action.

• Explain how participants will hear what happened to their input.

Try a fictional example
Before recommending a reminder approach, the team wants to hear from service users. Alex cannot 
attend a daytime meeting. Elena would prefer a conversation in Spanish. Which engagement plan would 
you examine?

Choice What this choice brings into view

Send one English-only online questionnaire. In the fictional responses, people comfortable with that 
channel are heard more readily. The team has not 
established what people excluded by language, 
disability access, connectivity, or confidence with forms 
would say.

Ask an advisory group to speak for every 
household.

The group contributes useful experience and questions. 
Its members cannot represent every household's 
circumstances. The team still needs to identify missing 
perspectives and accessible ways to hear them.

Offer several accessible ways to participate and 
explain what remains open.

People have more ways to contribute, and the team 
plans language and disability access with participants. It 
still needs time, responsible staff, and a clear account 
of how input affected the decision. This practice cannot 
supply actual community agreement.

Participation and next actions
Identify people to involve, participation supports, decisions they can influence, responsible staff, and how 
you will report back.

Stage 5: Review and revisit

Plan how people will examine what happens after a decision. Choose information that can reveal 
problems, name its limits, and agree on when the decision needs another look.

After this stage, you can
• Identify an observable signal worth reviewing.

• Explain what that signal cannot establish.

• Name who will review the information.

• Specify a condition that would prompt reconsideration.
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Try a fictional example
Suppose the responsible decision-makers authorize a limited change after the required review and 
engagement. The team now needs a follow-up plan. What would you recommend examining?

Choice What this choice brings into view

Count delivered messages and call the change 
successful if delivery improves.

The count helps assess delivery but does not establish 
comprehension, access, privacy, or fair outcomes. It 
could miss a problem even when more messages reach 
their destinations.

Wait for complaints before scheduling a review. Complaints may reveal an important problem, but some 
people may not know how or feel able to raise one. 
Without a planned review, silence could be mistaken for 
evidence that the approach works for everyone.

Review several signals with responsible staff and 
affected people at an agreed time.

The team considers delivery, reported usability, staff 
workload, and people not reached. It names the limits of 
each source and agrees what would trigger 
reconsideration. Those observations inform the team's 
judgment rather than proving that one change caused 
an outcome.

Review responsibilities and reconsideration
Name useful signals, their limits, a review date, responsible people, and a condition that would prompt 
another discussion.

Your area of work

Choose an area to connect the example with your responsibilities. You can explore any area.

Area of work How the example connects to your work

Executive and division leadership Consider the decision authority, unresolved tradeoffs, 
and responsibility for follow-through. Ask what evidence 
and engagement are needed before a direction is 
approved.

Policy and program analysis Compare the reminder options, distinguish policy 
requirements from local choices, and describe 
uncertainty in the recommendation.

Eligibility and service delivery Consider what a person must do to receive and use a 
reminder. Record barriers for the responsible decision-
maker without assuming authority to change policy.

Supervision and management Examine staff capacity, consistent practice, and how 
staff can raise concerns. Identify the support needed to 
honor communication preferences.
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Area of work How the example connects to your work

Hiring and workforce development Consider the skills, learning time, and support staff 
need to provide accessible service. Examine whether 
expectations create unequal access to development 
opportunities.

Budgets, grants, and contracts Examine implementation costs and work shifted to 
households or staff. Identify resource questions without 
inventing cost estimates or assuming the least 
expensive option is the fairest.

Data, research, and quality Distinguish message delivery from usable 
communication. Examine missing information, the limits 
of comparisons, and whose experiences the available 
records cannot show.

Community engagement and partnership Plan how affected people can influence the reminder 
decision. Consider language, disability access, timing, 
trust, and how participants will hear what changed.

Communication and accessibility Examine whether each reminder is understandable and 
usable in the needed language and format. Plan 
appropriate translation, accessibility review, and review 
with service users.

Equity practice and organizational change Connect a specific access barrier with the wider 
decision process. Identify responsible partners and how 
engagement and follow-through will remain part of the 
work.

Your working draft

Keep your actual work separate from the fictional example. These notes support discussion; they are not 
an approval or a completed equity review.

Privacy
Use a general description of the work. Do not enter names, case details, or other confidential 
information. Keep any copy only in a location permitted for your work.

Community briefs can help you ask more informed questions. They do not tell you what an individual 
believes, needs, or prefers. Confirm preferences with the person and involve affected communities in real 
decisions.

The people responsible for the decision retain authority. A practice response cannot establish community 
agreement or replace direct engagement.

Toolkit and related resources

Open resources at any time. You do not need to finish a lesson or practice activity.
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The DHS equity policy and toolkit resource are available here without completing the learning stages. 
Follow DHS instructions for access to internal materials and any required review. This companion does not 
submit work to DHS or grant approval. DHS requirements should not be treated as requirements for every 
Minnesota agency.

• DHS equity policy — https://mn.gov/dhs/assets/equity-policy_tcm1053-646921.pdf

• Equity Analysis Toolkit resource and access details  — program page /library/ext-dhs-equity-toolkit

• Minnesota community briefs — program page /minnesota-communities

• Learning for your work — program page /my-work/explore
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