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Summary of Plan Updates Based on Feedback
Topic Area Special Committee Feedback Updates

BEAD • Add additional context on Lake County’s role in Illinois’ BEAD Challenge process • Added to Strategy 1-1

Infrastructure 
Expansion

• Connect with SiFi networks to understand the feasibility/interest/cost implications in building a privately-
owned open access fiber network. Gather any additional information on project in Kenosha, Wisconsin. 

• Look at Illinois Century Network backbone as it relates to potential for a county middle-mile network for 
government buildings and CAIs

• Outreach to SiFi underway

• See Strategy 2-1 for more detail on 
how Dig Once could potentially 
facilitate a middle-mile network

Broadband 
Adoption

• Share a map of broadband subscription rates by census tract • Included in Current State 
Assessment Appendix (pg. 51)

Dig Once 

• More benchmarking research on where regions or coalitions have enacted Dig Once policies

• Expand on role of county vs. municipalities in enacting Dig Once

• Evaluate short- and long-term strategies for a Dig Once Policy

• Added additional case studies to 
Strategy 2-1 

• Expanded on short- vs. long-term 
implementation considerations

Public Wi-Fi

• Tailor public wi-fi strategy to involve an application/RFP process where local governments and institutions can 
submit proposals for sites they determine as high-need. Digital equity manager could assist with outreach.

• Expand list of potential pilot sites to at least 20, and include additional public wi-fi hotspot pilot locations in 
the western part of the county (ex. Grayslake, Round Lake, etc.)

• Added detail to Strategy 1-3

• Additional potential pilot sites  
identified in Grayslake, Round Lake, 
and Fox Lake

Digital Equity 
Manager

• Evaluate whether the County should hire more than one Digital Equity manager or staff role (ex. such as an 
ISP coordinator) to support plan implementation

• Evaluate whether the County should consider establishing a Broadband and Digital Equity office and 
understand the associated staffing and budget needs

• Strategy 6-1 has been updated to 
include two roles – a Digital Equity 
Manager and a Broadband 
Coordinator – both housed under 
County Administrator’s Office

Digital Navigators • Determine the appropriate model for Digital Navigators (ex. should the navigators be hired and deployed by 
the County, or should the County provide grants to local institutions to hire and deploy Digital Navigators?)

• Added detail on both options to 
Strategy 5-1

Implementation 
Timeline & Costs

• County’s preference is to first hire a Digital Equity Manager before establishing the Coalition

• Develop final cost estimates for project pricing matrix

• Updated Implementation Timeline

• See final Cost Estimates Table
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These challenges impact many county households, especially across 
our rural and low-income communities. Some residents have limited 
access to the internet or no access at all, some lack computers or devices 
needed to get online, and others have called for support in learning how 
to securely navigate digital devices or access online services.

Quick facts:

Lake County is committed to closing the digital divide through actionable 
strategies and projects to increase local coordination, expand high-speed 
infrastructure, remove barriers to internet access, improve device and 
subscription affordability, promote digital literacy and realize the County’s 
vision for digital equity and inclusion. The Lake County Broadband and 
Digital Equity Action Plan provides a roadmap for achieving this vision.

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

The internet has become an integral part of our everyday lives – 
providing crucial opportunities for education, healthcare, work, business 
growth, access to social services, entertainment, civic engagement and 
more. As more of our essential services move online, the COVID-19 
pandemic further highlighted the gap between those with high-speed 
internet – and those without an internet connection, the means to access 
one, or the skills to participate in our increasingly digital society.

This digital divide perpetuates inequities, with the most disadvantaged 
communities typically seeing the lowest rates of internet access and 
adoption. In Lake County, there is a significant correlation between 
broadband adoption, race, and income.

Digital Equity 
Act Covered 
Populations

Low-Income 
Households

Rural Population 

Racial & Ethnic 
Minorities

Individuals with 
Disabilities

Aging 
Population

Non-Native 
English Speakers

Veterans

Our Vision: A connected, thriving, and inclusive Lake County 
where the internet is accessible and affordable and where all 
residents are equipped with the resources needed to 
participate in an increasingly digital society.

Executive Summary

County households 
without a broadband 
subscription of any kind1

8%
County households 
without a desktop or 
laptop computer

14%

Source: US Census ACS 5-year data. [1] Includes internet access through cellular plans.
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Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

As part of Lake County’s new Digital Growth 
Initiative, we are pleased to share the Lake County 

             Broadband and Digital Equity Action Plan. The Plan 
was developed over several phases that involved stakeholder and 
community engagement, research and data analysis to develop a current 
state assessment of broadband and digital equity, and the creation of a 
strategic framework development to guide the County’s solutions. The 
Plan identifies current internet availability, affordability, and digital 
inclusion gaps – and provides strategic recommendations for addressing 
these gaps across the core goals Availability & Access, Affordability & 
Adoption, and Governance & Sustainability.

This is an important point in time for Lake County to plan for 
broadband and digital equity improvements. The federal government 
has dedicated billions of dollars of  funding through the Broadband, 
Equity Access, and the Deployment Grant Program (BEAD) and the Digital 
Equity Act (DEA). These federal and state programs seek to improve 
broadband access, fiber availability, and digital equity programming. The 
State of Illinois is currently in the process of planning for the 
disbursement of its BEAD funding – and will prioritize the deployment of 
broadband to large swaths of the state that lack any existing 
infrastructure. Only locations categorized as unserved or underserved by 
the FCC and state are eligible for BEAD funding. Currently, 98% of county 
locations are considered “served” by high-speed broadband. We do not 
anticipate that substantial BEAD funding will be available to Lake County. 

To effectively execute the recommendations in this plan, the County is 
committed to actively collaborating with its network of partners and 
stakeholders. Coordination with agencies and organizations across the 
county will be essential to support the sustainability of broadband and 
digital equity initiatives beyond the current federal stimulus period.

While implementing the Broadband and Digital Equity Action Plan will 
require resources and collaboration, increasing broadband access, 
adoption, and digital equity opportunities will not only benefit unserved 
and marginalized communities but will also support the County’s strategic 
goals across economic development, public health, education, 
infrastructure, and more – forwarding our mission of providing 
exceptional services and support for Lake County’s people, 
communities, and environments.

Executive Summary

Lake County offices in Libertyville, Illinois.
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The Lake County Broadband and Digital Equity Action Plan aims to build 
on and strengthen existing County strategies and initiatives 

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

The Broadband & Digital Equity Action Plan aligns 
with strategic County goals and local planning efforts 

Efforts to bridge the digital divide can help to drive County priorities across economic development, infrastructure, 
health, racial equity, and more

Why it Matters

Closing the digital divide generates wide-ranging impacts for Lake County 
residents, businesses, and communities:

• Promotes economic prosperity. Access to broadband enables access to jobs, promotes upward 
mobility, encourages business growth, and leads to a more resilient economy. Data shows that 
people who qualify for jobs that require even one digital skill can earn an average of 23% more.1

• Improves social, economic, and health outcomes for marginalized communities. By 
democratizing access to education, social networks, public health, and government services, 
broadband and digital equity improve outcomes for traditionally marginalized communities – with 
research showing a significant positive correlation between broadband access, adoption, and 
improved health outcomes. Broadband is considered a core social determinant of health.2

• Increase access and opportunity for disconnected households. In an increasingly digital world, 
access to high-speed broadband (and the skills to effectively utilize it) often determine who has 
access to opportunities. In Illinois, 90% of all jobs reported require digital skills.3  Broadband can 
serve as an equalizer – without access, existing inequalities may be further exacerbated. 

Broadband refers to “high-speed internet access that is always on and faster than dial-up.”4 Served locations are those with access to 100/20 Mbps speeds or higher. 5
.

Digital Equity is where “all individuals and communities have the information technology capacity needed for full participation in our society, democracy, and economy.” 6

Source: [1] National Skills Coalition Report, 2023; [2] FCC Data Analytics on Broadband and Health, 2017.; National Skills Coalition 
Report-Illinois, 2023; [4] NTIA; [5] NTIA; [6] Digital Equity Act, 2021

https://nationalskillscoalition.org/wp-content/uploads/2023/02/NSC-DigitalDivide_report_Feb2023.pdf
https://www.fcc.gov/health/sdoh/studies-and-data-analytics
https://nationalskillscoalition.org/wp-content/uploads/2023/03/DigitalDivide_Illinois_v1.pdf
https://nationalskillscoalition.org/wp-content/uploads/2023/03/DigitalDivide_Illinois_v1.pdf
https://broadbandusa.ntia.doc.gov/sites/default/files/publication-pdfs/bbusa_broadband_glossary.pdf
https://broadbandusa.ntia.doc.gov/sites/default/files/2022-05/BEAD%20NOFO.pdf
https://broadbandusa.ntia.doc.gov/sites/default/files/2022-05/DE%20PLANNING%20GRANT%20NOFO.pdf
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Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

Three key inputs informed the development of the final Lake County 
Broadband and Digital Equity Action Plan

Stakeholder
& Community 
Engagement

Current 
State 
Assessment

Strategic 
Framework  
& Solutions

Broadband & 
Digital Equity 
Action Plan

Internal and external 
stakeholder interviews, a 
dedicated focus group meeting, 
stakeholder questionnaires, and 
a public community meeting 
were conducted to gather insight 
on the county’s current 
broadband and digital equity 
landscape, understand on-the-
ground challenges, and identify 
county priorities. This included 
gathering key feedback from the 
County’s Special Committee on 
Broadband.

Research, mapping, data 
analysis, peer benchmarking, 
and stakeholder insights 
informed the current state 
assessment report. This report 
identifies needs and gaps 
related to broadband adoption, 
affordability and access as well 
as key opportunities for 
improvement. The report can 
serve as an internal resource for 
tracking progress on the 
County’s digital equity goals. 

Visioning and goal setting 
discussions, review of existing 
strategic County priorities, and 
leading practices research led 
to the development of a strategic 
framework that serves as the 
foundation for the Broadband 
and Digital Equity Action Plan. 
This framework guided the 
development of targeted and 
actionable strategies to 
address gaps, guide resource 
allocation, and inform decision-
making. 

Guided by insights from 
stakeholder and community 
engagement, the current state 
assessment, and the strategic 
plan framework, the final 
Broadband and Digital Equity 
Action Plan outlines the 
County’s path to providing high-
speed, reliable and affordable 
internet to all Lake County 
residents. 

1 2 3
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Low Avail Med Avail High Avail
High Adopt
Med Adopt
Low Adopt

Source: [1] The bivariate map was constructed using household broadband subscription rates from the 2021 ACS 5-year Summary Estimates and percent of BSLs served by 100/20 Mbps internet at the census tract level from the FCC BDC data. A natural breaks method was used to account for the distribution of 
data. [2] US Census ACS 2017-2021. We have defined “high vulnerability census tracts” as those where more than 30% of the tract population does not have a wireline broadband subscription, more than 30% of tract families live below 150% of the federal poverty level, more than 25% of tract households do not 
own a laptop or desktop, and more than half of the tract population belongs to a racial or ethnic minority. [3] This includes 3,870 locations categorized as unserved or underserved according to the most recently available FCC fabric data. This number does not include the 371 locations served only by fixed-wireless 
internet. While these fixed-wireless-only locations are considered “served” for the purposes of BEAD funding allocations, Lake County considers these locations to be underserved, given the limitations of fixed wireless service in providing reliable network speeds. [4] FCC {5] FCC BDC data.

Bivariate Map of Broadband Infrastructure 
Availability and Adoption by Census Tract1

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

Disconnected pockets of low broadband availability and socioeconomic 
gaps in broadband adoption perpetuate the Lake County digital divide

The lowest rates of broadband adoption are concentrated in communities that face 
compounding socioeconomic challenges, further widening inequities. 
Areas of low broadband adoption present the largest digital equity challenge for Lake County. While areas near Waukegan, 
North Chicago, Zion and Beach Park have high levels of broadband availability, they face barriers to broadband adoption. 
Close to 34,000 Lake County residents reside in “high vulnerability” census tracts, defined as areas where more than 30% 
of households are without a wireline subscription, do not own a desktop or laptop, live below the poverty level, and belong to a 
racial or ethnic minority. 2

Broadband infrastructure is available across much of the county, but gaps in access 
to high-speed service still exist for many residents.
3,870 Lake County locations are considered “unserved” or “underserved” by high-speed broadband infrastructure.4 
According to the Federal Communications Commission (FCC), a broadband serviceable location (BSL) is “a business or 
residential location at which broadband internet access service is, or can be, installed.”5 Clusters of unserved and 
underserved locations can be seen across Lake County – with the greatest availability gaps observed in the Village of 
Grayslake, Newport Township, and Old Mill Creek. Residents in these areas generally have fewer options for ISPs (one or no 
providers), limited access to high-speed technologies (no access to fiber or cable), and experience slower speeds (less than 
100 Mbps download and 20 Mbps upload).

Future-proof fiber infrastructure that can support the demands of a growing digital 
world remains limited in Lake County.
Access to fiber is limited in Lake County; an estimated 93% of all locations lack a fiber connection.6 Fiber is considered a 
future-proof technology because of its ability to be scaled up to meet higher connectivity demands. Additionally, fiber is the 
fastest internet technology in the market and is the only technology that can deliver service at symmetrical speeds. 
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Broadband Subscription such as Fiber, 
Cable, or DSL by Census Tract

≤ 65% 65 -
75%

75-
85%

85-
90%

> 
95% ≤ 60% > 60% 

≤ 70%
> 70% 
≤ 80%

> 80% 
≤ 90% > 90%

Desktop or Laptop Computer 
Ownership by Census Tract

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

Key Takeaways

• Approximately 19,400 (8%) households do not have a broadband subscription of 
any kind, including through a cell phone’s data plan. In addition, approximately 
47,600 (19%) households do not have access to an at-home broadband 
subscription such as cable, fiber or DSL. Without access to a high-speed 
(>100/20 Mbps) and reliable broadband connection, households may be unable 
to perform essential activities such as remote working, online learning, telehealth 
and accessing other key social services. 

• Broadband adoption is not uniform and pockets within the county – particularly 
near Waukegan, Zion, and North Chicago – exhibit rates lower than 75%.

• More than 35,800 (14%) households do not own a desktop or laptop. Access to 
personal desktops or laptops enables numerous opportunities such as online 
education for students and expanded job prospects through remote working. 
Similar to device broadband subscriptions, the lowest rates of device ownership 
are concentrated in the Waukegan, North Chicago and Zion areas. 

• Importantly, more than 11,000 (4%) households in Lake County do not own a 
digital device of any kind including a smartphone, desktop, laptop, tablet or any 
other computer and more than 14,000 households (6%) rely on a smartphone as 
their only digital device.

Sources: US Census ACS 2017-2021, The broadband subscription map does not include broadband subscriptions through cellular plans; 
[1] NDIA 

19,400 Lake County households lack a broadband subscription of any 
kind, while 36,000 households do not own a computer
Meaningful broadband adoption is “daily access to the internet 1) at speeds, quality and capacity required to accomplish common 
tasks, 2) with the digital skills necessary to participate online, and 3) on a personal device and secure, convenient network”1

https://www.digitalinclusion.org/definitions/
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Percent Low-Income Families by Census Tract

≤ 10% > 10% ≤ 
20%

> 20% ≤ 
30%

> 30% ≤ 
40% > 40%

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

Affordability is a significant barrier to broadband adoption and device 
ownership, driving digital inequity among low-income families

Key Takeaways

• Research and stakeholder feedback confirm that affordability is a significant barrier to broadband adoption 
for low-income families in Lake County. Analysis reveals a strong negative correlation between the percentage 
of low-income families and broadband subscription rates, meaning that census tracts with high percentages of 
low-income families correspond to census tracts with low broadband subscription rates. Approximately 18,600 
(10%) families in Lake County have incomes that fall below 150% of the poverty threshold.

• Across the county, income varies by race and ethnicity, and geographic location – and compounding income 
disparities are concentrated in certain communities. While the county’s overall median household income is 
$97,127, White households see a median income of $104,218, compared to a median of $52,495 amongst 
African American households and $67,619 for Hispanic or Latino households. The median household income in 
Waukegan, Zion and North Chicago is close to $58,000. 

• The typical monthly price for internet service above 100 Mbps download speeds ranges from $50 to $100 in 
Lake County, among major providers. The State of Illinois considers the monthly price of $100 for symmetrical 
1Gbps service to be affordable for middle-class households. In their BEAD Initial Proposal, the State defines a 
middle-class income range as $48,136 to $144,410. 1 In Lake County, more than one-quarter (26%) of 
households have a median income below $50,000. For many low-income and cost-burdened households, the 
price of internet may be prohibitive to broadband adoption. 

• Median monthly housing costs are higher in Lake County than State of Illinois averages. Additionally, 46% 
(28,636) of county renter-occupied households, and 26% (32,790) of owner-occupied households, are 
considered cost-burdened, spending 30% or more of their income on housing.

In Lake County, 28% of households with annual incomes below $20,000 did not have a broadband subscription, compared with 
just 3% of those with incomes greater than $70,000 a year

10%
of families have incomes that fall below 
150% of the federal poverty level46% of renter households are 

considered cost-burdened 8.4% of households are receiving 
SNAP benefits

Source: US Census ACS 2017-2021; publicly-available ISP plan 
information [1] State of Illinois Initial Proposal Volume 2

https://dceo.illinois.gov/content/dam/soi/en/web/dceo/connectillinois/documents/il-bead-initial-proposal-vol-2.pdf
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Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

Stakeholder feedback emphasized the digital equity challenges faced by 
residents – while highlighting active organizations and existing assets

Stakeholder and Community Engagement 
One-on-One Stakeholder Interviews
One-on-one interviews provided the opportunity for stakeholders from more 
than 20 entities to provide their insights on the current state of Lake County 
broadband and digital equity and the impact to their organization’s 
operations. Stakeholders included County departments, elected officials, 
state and federal agencies, libraries, educational institutions, public housing 
agencies, non-profit organizations, and internet service providers (ISPs), 
among others. 

Questionnaire
A questionnaire for government agencies, ISPs, elected officials, and other 
stakeholder groups garnered feedback from across the county. Questionnaire 
responses identified existing digital inclusion activities throughout the county and 
highlighted communities currently facing digital equity challenges.  

Focus Group Meeting
A Focus Group meeting of key stakeholders was convened to help identify 
potential strategy areas and collaboration opportunities for Lake County and 
partner organizations, providing direction for final plan recommendations.

Community Meeting
Community members from across the county came together at a public meeting 
to discuss their lived experiences and what role Lake County should take in 
addressing the digital divide.

Lake County Voices

Strong Partnership Potential

“People without digital skills lose out…[we] need to be more 
conscious of local people who aren’t digitally educated”

“In many areas, the issue is about adoption and affordability”

"Digital literacy efforts targeting seniors and the Spanish-
speaking community would make my life easier”

“It’s a lot of buffering and dropped signal…it is not just bad… 
it is all the time…[we] feel cut off from things”

“[We] need to convene organizations to ensure [we] are 
addressing actual needs”

The Lake County Broadband and Digital Equity Action Plan is designed 
to facilitate coordination between existing organizations that are already 
active in the digital inclusion space, such as Connect Lake County, 
United Way of Lake County, the Regional Office of Education, RAILS, 
Mano a Mano, College of Lake County, Lake County Housing Authority, 
the Job Center of Lake County, and more. These organizations (and 
others) represent important possible partners for plan projects.
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GOALS

STRATEGIES

VISION

PROJECTS

How to read the Broadband and Digital Equity Action Plan

IMPACTS

The vision summarizes the ideal future state for digital equity in Lake County (Where to)

The goals show the outcomes that Lake County will work to achieve through the plan (What)

The strategies describe the solutions for how the County will achieve its goals (How)

The projects are the detailed County actions that drive the strategies forward (Actions)

The impacts are the potential reach of each project on Lake County residents (Outcomes)

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap
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To close the digital divide in Lake County, the Broadband and Digital Equity 
Action Plan includes three core goals and seven actionable strategies

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

GOAL 1.
Availability & Access
Expand countywide access to reliable, 
high-speed broadband infrastructure

GOAL 2.
Adoption & Affordability
Remove barriers to affordable internet, 
device access, and digital skills training

GOAL 3.
Governance & Sustainability
Build an ecosystem of local partners to 
drive digital inclusion efforts

A connected, thriving, and inclusive Lake County where the internet is accessible and affordable 
and where all residents are equipped with the resources needed to participate in an increasingly 
digital society.

1. Facilitate expansion of broadband 
service to un- and underserved areas

2. Enact policies to streamline 
broadband infrastructure deployment

3. Increase, free public internet access 
in high-need areas

4. Increase access to affordable internet 
and digital devices

5. Improve digital literacy and training 
opportunities

6. Create a governing structure for the 
coordination of county broadband and 
digital equity activities

7. Establish a funding mechanism to 
support long-term sustainability 

G
OA
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ST

R
AT

EG
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S
VI
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O

N

1

2

3

4

5

6

7
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1-1 Support the BEAD Process
Engage with ISPs through the BEAD process to 
connect all unserved and underserved locations in 
Lake County. 

Facilitate expansion of broadband 
service to un- and underserved areas

# of feet of conduit/fiber installed 

Potential cost savings of up to 33% per mile for 
infrastructure projects

Enact policies to streamline broadband 
infrastructure deployment

2-1 Implement a Dig Once Policy
Create a Lake County Dig Once Policy to increase 
project coordination among departments and 
agencies and require (or encourage) that relevant 
parties are given the opportunity to install 
broadband infrastructure during planned 
infrastructure projects such as roadway 
construction to minimize right-of-way disruptions.

Provide access to broadband for 3,000+ previously 
unserved and underserved locations

# of served county locations (locations with access 
to ≥100/20 Mbps broadband speeds)

Increase free, public internet access in 
high-need areas

Availability & Access: Expand countywide access to reliable, high-speed 
broadband infrastructure

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

The County can improve access to high-speed broadband through implementing broadband friendly policies, 
supporting infrastructure deployment, and improving public Wi-Fi access in high-need areas 

3-1 Pilot Public Wi-Fi Hotspots
Expand access to free public Wi-Fi in communities 
with low broadband adoption rates and broadband 
affordability challenges, while making outdoor 
spaces more digitally connected, by installing Wi-Fi 
hotspots at public buildings and community anchor 
institutions.

Provide 30 pilot locations with free outdoor public 
Wi-Fi, with the goal of cross-county expansion

# of county public Wi-Fi hotspots
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1 2 3
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Increase access to affordable internet and digital devices

4-1 Device Distribution 
Campaign
Partner with nonprofits and private 
entities to expand distribution of 
low-cost and free digital devices to 
households in need, including 
recycled County devices.

Potential to provide 3,000+ residents 
with devices

# of households that own a 
computer

Adoption & Affordability: Remove barriers to affordable internet, device 
access, and digital skills training

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

The County can build-on existing programming to improve equitable access to affordable high-speed internet and 
connected devices, while delivering important digital literacy support
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Improve digital literacy and training opportunities

4-2 ACP Outreach & 
Enrollment Campaign                       
Conduct a countywide effort to raise 
awareness regarding the FCC’s 
Affordable Connectivity Program 
(ACP) and assist eligible households 
with applications.  
Note: ACP program funding could run out in 
2024 if the program is not continued by 
Congress.

5-1 Expand Digital Navigators
Facilitate a larger network of local 
digital navigators to provide a range 
of support services to residents, 
particularly in areas with low 
broadband adoption and other  
equity challenges. 

5-2 Coordinate Digital 
Literacy Programming           
Take an increased role in 
coordinating and expanding digital 
literacy programming and promoting 
digital literacy training opportunities 
across the county.

Potential to reach 50,000+ 
unenrolled households

# of households with a broadband 
subscription; # of ACP households

One Digital Navigator can reach more 
than 100 residents per year

# of residents served by digital 
navigators

Digital literacy programs can help 
residents find new employment 

# of students enrolled in technology 
degrees or certification programs 

4 5
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Create a governing structure for the coordination of county broadband and digital equity 
activities

6-2 Create a County-led 
Broadband and Digital 
Equity Coalition
Assemble a coalition of local 
partners and stakeholders to 
coordinate and support digital 
inclusion strategies. 

Increased coordination among 
partner organizations

# of projects implemented

Governance & Sustainability: Build an ecosystem of local partners to drive 
digital inclusion efforts

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

The County can serve as a leader and convener of local stakeholders to deliver broadband and digital equity 
programming in a collaborative and sustainable way
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Establish a funding mechanism to 
support long-term project sustainability 

6-1 Hire a Digital Equity 
Manager and Broadband 
Coordinator
Hire two dedicated County staff 
for initial three-year terms 
(through 2026) to oversee and 
help drive implementation of 
the Plan’s strategies and 
projects.

6-3 Launch a Digital 
Equity Resource Website
Create a digital equity resource 
website that provides 
centralized information about 
the county’s available digital 
equity assets, internet 
affordability programs, and 
partner organizations.

7-1 Establish a Digital Equity Fund                   
Create a centralized fund to enable the County to 
make ongoing, strategic investments in meeting 
digital equity goals via a local granting process.

Leverage additional funding through public and 
philanthropic grants

# of organizations/projects receiving funding;       
$ of funding granted to community organizations

Primary point of contact for 
digital inclusion efforts

# of projects implemented

Increased visibility of existing 
programs and resources

# of digital equity resources 
available online

6 7
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The Plan includes a mix of short-, medium-, and long-term projects – with 
key implementation activities over the next three years

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

2024 2025 2026

AVAILABILITY & 
ACCESS

AFFORDABILITY & 
ADOPTION

GOVERNANCE & 
SUSTAINABILITY

KEY: Planning Deployment Ongoing Management

1-1 Support the BEAD Process

6-1 Hire a Digital Equity Manager 
and Broadband Coordinator

6-3 Launch a Digital Equity 
Resource Website

4-1 Device Distribution Campaign

3-1 Pilot Community Wi-Fi Hotspots

2-1 Implement a Dig 
Once Policy

5-1 Expand Digital Navigators

5-2 Coordinate Digital Literacy Programming

4-2 ACP Outreach and 
Enrollment Campaign

7-1 Establish a Digital Equity Fund

6-2 Create a Digital 
Equity Coalition
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Lake County can take on the role of a convener to drive and coordinate 
implementation of the Broadband and Digital Equity Action Plan

Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

What does a “convener” do?
• Identifies and builds a coalition of partners to own and 

implement broadband and digital equity projects
• Establishes project priorities and agendas, applies for 

funding (public and private) and coordinates with 
implementation partners

• Liaises with the NTIA and Illinois Office of Broadband, 
and oversees grant funding allocations (ex. BEAD, DEA) 

• Dedicates some level of funding to incentivize private 
sector buy-in

• Provides policy guidance or technical assistance as 
needed to support stakeholders

• Facilitates access to infrastructure where feasible and 
compliant with Illinois and federal regulations

• Leverages important know-how of existing ecosystem of 
county stakeholders

• Tracks overall progress toward digital inclusion goals

Places like Cook County, IL; Los Angeles County, CA; Baltimore 
County, MD, Hamilton County, TN, Kansas City, MO; Hennepin 
County, MN; Philadelphia, PA; and Detroit, MI have hired dedicated 
staff (such as Digital Equity Directors, Managers) and/or created 
centralized teams (Digital Inclusion Offices) to help coordinate 
broadband and digital equity activities.1

Leading Practices

County stakeholders have expressed interest in increased 
County coordination of broadband and digital equity solutions.

Stakeholder Insights
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Executive Summary Introduction and Context Plan Framework Strategic Recommendations Implementation Roadmap

The Broadband and Digital Equity Action Plan will support Lake County’s 
strategic priorities: expanding economic opportunities, advancing modern 
infrastructure, and building inclusive and resilient communities. 

The plan provides a blueprint for Lake County to bridge the digital divide, 
outlining guiding strategies and a set of projects for implementation over the 
next three years. Collaborating with local governments and partner 
organizations across the county will be essential in order promote the long-
term sustainability of the Plan’s actions and initiatives. 

We cannot do this work alone! Our next steps include: 

• Hiring Dedicated Implementation Staff. Hire a Digital Equity Manager to 
drive plan implementation and a Broadband Coordinator to serve as the 
primary point of contact during the BEAD process.

• Establishing a Broadband and Digital Equity Coalition. Convene relevant 
stakeholders and partners and create a mechanism for implementing the 
plan and overseeing progress. The coalition will consist of government, 
nonprofit and private organizations, establishing the County’s position as 
a convener and coordinator of these important cross-county efforts.

• Developing Implementation Plans. Collaborate with partners to establish 
next steps for implementing the Plan’s proposed strategies and projects. 

• Promoting Public Transparency. Create a process to regularly report on 
plan progress.

Closing
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Project Name*
Year One 
Implementation
Cost (2024)

Annual Cost 
(Years Two and 
Three)

Three-Year Cost
(Through 2026) Cost Estimate Notes and Assumptions

Support the BEAD Process $0 $0 $0 Excludes the cost of staff time.

Implement a Dig Once 
Policy $0 $300,0001 $600,0001

Costs in Year 1 are $0 for policy development and implementation. Excludes the cost of staff time. The primary goal of a Dig Once Policy is 
to support internal and external coordination on infrastructure projects, reduce duplicative right-of-way disruptions, optimize infrastructure 
installation (either in partnership with providers or via public-owned infrastructure), and achieve cost savings. If the County decides to 
install its own conduit during future projects, it is estimated to increase the total cost of the project by approximately ~3%, per engineering 
estimates. In 2023, the average cost of a Lake County Public Works project (per the County’s Capital Improvement Program) is $3.4M 
(source). If the County pilots the installation of conduit at three projects per year, total cost for Years 2 and 3 is estimated at $600,000. 
Pilot joint trenching projects can be assessed on their capacity to support a future middle-mile network for County government buildings.

Public Wi-Fi Pilot $300,000 $500,000 $1.3 million

Assumes pilot program at 30 locations in Year 1, followed by a larger countywide expansion to 50 sites each in Years 2 and 3. Based on 
engineering estimates, the cost of purchasing and installing Wi-Fi hotspots is expected to be $10,000 per location (see Strategy 3-1). 
However, costs may change depending on the specific equipment needs of the site. Additionally, the cost does not include a budget for 
maintenance (estimated at a maximum of $1,000 per year) which would be assumed by the local unit of government or community anchor 
institutions hosting the hotspot(s).

ACP Outreach Campaign $500,000 $0 to 
$500,0002 in Y2

$500,000 to 
$1 million2 
(through 2025)

ACP Outreach Grants administered by the FCC provide a benchmark for determining the appropriate funding amount for an ACP Outreach 
Campaign. For example, the City of New Orleans received approximately $400,000 in ACP outreach funding and it has approximately 
45,000 unenrolled households, compared to 57,000 unenrolled households in Lake County. Additionally, a 2022 contract between 
Riverside County, CA and non-profit California Emergency Technology Fund includes a breakdown of the cost of different ACP outreach 
activities and provides additional validation for the cost estimate of $500,000. Costs assume a campaign in both 2024 and 2025 
(dependent on program continuation by Congress). 

Device Distribution 
Program3 $350,000 $525,000 $1.4 million

Based on estimates from similar device distribution initiatives by counties and cities, the estimated cost of purchasing a Chromebook can 
range from $250 to $400. Assuming a cost of $350 per Chromebook, the County (or a community partner via County funding) can aim to 
purchase 1,000 devices for $350,000 in Year 1 of the program and expand to 1,500 devices for $525,000 in Years 2 and 3. Additionally, 
if the County intends to donate surplus or retired government devices, it could enter into an agreement with a refurbishment partner that 
would likely come at no upfront cost (ex. The City of Detroit agreement with HumanIT). 

Digital Navigators $500,000 $750,000 $2 million

The cost of a part-time Digital Navigator is estimated at $50,000 per year. Illinois Broadband Lab Digital Navigators fellows are hired via 
the AmeriCorps program at $30,000/year. The $50,000 estimate is benchmarked against local Digital Navigator salaries at Lake County 
community organizations and similar city and county job postings (ex. Hennepin County, MN). The County could dedicate $500,000 in Year 
1 for the deployment of 10 digital navigators across multiple communities, with expansion to 15 navigators in Year 2 and Year 3 – either 
hired as County staff and deployed across community organizations, or through an RFP process to select community partner(s) to hire, 
train, and host and/or administer the Digital Navigators program.

Cost Estimates

Overview Projects Funding Opportunities SourcesCost Estimates

https://www.ncbroadband.gov/documents/playbook/nc-broadband-playbook-dig-once-policy-best-practices/download?attachment
https://www.ncbroadband.gov/documents/playbook/nc-broadband-playbook-dig-once-policy-best-practices/download?attachment
https://www.lakecountyil.gov/DocumentCenter/View/36674/2023---2027-Public-Works-Capital-Improvement-Program?bidId=
https://www.lakecountypurchasingportal.com/awarded-contracts/
https://rivco.org/sites/g/files/aldnop116/files/About%20the%20County/Budget%20and%20Financial%20Information/ARPA/CETF%20Form%2011%20and%20Fully%20Executed%20Agreement_0.pdf
https://detroitmi.gov/sites/detroitmi.localhost/files/2022-06/2022June21.pdf
https://www.governmentjobs.com/careers/hennepin/jobs/3929917/digital-navigator?keywords=Digital%20Navigator&pagetype=jobOpportunitiesJobs
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Cost Estimates

Overview Projects Funding Opportunities SourcesCost Estimates

Project Name*
Year One 
Implementation
Cost (2024)

Annual Cost 
(Years Two and 
Three)

Three-Year Cost
(Through 2026) Cost Estimate Notes and Assumptions

Digital Literacy Program 
Coordination3 $500,000 $1 million $2.5 million

City and county funding commitments toward digital literacy programming vary widely. The County may consider dedicating an initial 
$500,000 for funding digital literacy program expansions at community organizations (via a grant process) and/or for piloting a “Tech Goes 
Home” model to pair device access and digital literacy. Dedicating funds for digital literacy efforts will help empower a robust ecosystem of 
community stakeholders committed to closing the digital divide.

Broadband and Digital 
Equity Coalition $0 $0 $0 Excludes the cost of staff time and meeting logistics.

Digital Equity Manager Up to 
$115,000

Up to $120,000 
in Y2
Up to $125,000 
in Y3

Up to $360,000

Includes annual salary and insurance contribution, and accounts for annual inflation increase. Benchmarked in line with FY2023 employee 
total compensation package for existing County Program Manager roles, as well as other local government job postings and publicly 
available salaries. For example, Baltimore County, MD recently released a job posting for a Digital Equity Manager for a salary range of 
$92,000 to $126,000.

Broadband Coordinator Up to 
$85,000

Up to $90,000 
in Y2
Up to $95,000 
in Y3

Up to $270,000

Includes annual salary and insurance contribution, and accounts for annual inflation increase. Benchmarked against other local 
government job postings and publicly available salaries. For example, London County, VA listed a job for a Broadband and Cable Affairs 
Program Manager with a salary range of $84,000 to $151,000. Two Wisconsin counties also recently created new Broadband Coordinator 
roles: Green County with a salary range of $47,000 to $59,000, and Marathon County with a salary of $75,000.

Digital Equity Asset 
Inventory Website $6,000 $1,000 $8,000

External professional web design services are estimated at $6,000. The cost to host and maintain the digital equity website is estimated at 
$1,000 per year. The site would be maintained by Communications and the Digital Equity Manager. Estimate does not include the cost of 
staff time.

Digital Equity Fund $750,000 $750,000 $2.25 million

Estimated costs are for additional digital equity grants to empower communality organizations across Lake County. Cities and counties 
spend a wide range of funds annually on their digital equity funds and grant programs. Regions of similar size have utilized anywhere from 
$100,000 to $2M of funds annually, including many utilizing ARPA funds, with grant sizes ranging from $5,000 to over $100,000. 
Examples include King County, WA, Baltimore, MD, and Portland, OR. Excludes the cost of staff time for fund administration.

Administrative Support $100,000 $100,000 $300,000 Annual bucket for administrative support and overhead costs for planning, budgeting, hiring, development/scoping, assessing impact, and 
related activities for Plan projects, estimated at approximately ~3% over three years.

Total Estimates $3.2 million $4.1 to $4.6 
million

$11.5 to 
$12.0 million

All costs represent high-level estimates and are based on research and case studies. Funding allocations are subject 
to change.

[1] Conduit joint trenching costs subject to vary. [2] Dependent on program continuation by Congress. [3] Projects that could also be incorporated into the Digital Equity Fund via grants to community organization subrecipients, utilizing ARPA funding.

https://www.governmentjobs.com/careers/baltimorecounty/jobs/newprint/3824097
https://www.jobapscloud.com/LDN/sup/bulpreview.asp?R1=23&R2=134&R3=4036
https://www.ziprecruiter.com/c/Green-County/Job/Broad-Coordinator/-in-Monroe,WI?jid=2a8162f89ebcdbdc
https://www.centralwinews.com/recordreview/2023/07/04/county-to-hire-part-time-broadband-coordinator/?destination=star-news
https://kingcounty.gov/en/legacy/depts/executive/performance-strategy-budget/covid-19-relief-grants/digital-equity
https://www.baltimorecivicfund.org/digital-equity-fund
https://www.portland.gov/oct/digital-equity-strategic-initiatives/digital-divide-resp/documents/tech-kit-grant-application/download


Discussion
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