FUHSD Transition to By-Trustee Area Elections Community Outreach Campaign

In March 2023, the Fremont Union High School District (FUHSD) Board of Trustees passed a resolution
indicating its intent to transition from At-Large to By-Trustee Area Elections, a decision aimed at
improving representation across the District. To ensure a transparent and inclusive process,
communications staff launched a comprehensive outreach campaign in three languages (English,
Spanish and Chinese), which engaged thousands of community members, helped facilitate the creation
of a final community-driven trustee area map and addressed misinformation along the way.

First Phase of Community Outreach (Aug. to Oct. 2023)

Communications staff began its research by learning about the legal requirements for the process and
reaching out to neighboring school districts and local cities that had recently undergone the transition to
By-Trustee Area Elections. This included Sunnyvale School District and the City of Sunnyvale.
Utilizing information and lessons learned from these community partners, staff created an initial
outreach plan with the objective of having as much robust community input as possible. (Please note,
the first phase of outreach did not begin until Aug. 2023 due to the death of a trustee in Spring 2023 and
the need to fill the resulting vacancy before moving forward). As part of the research and planning
process, communications staff also worked alongside legal counsel and our demographer to align our
outreach plan to the required pre-map and map hearings. From August to October, our outreach was
centered on general community awareness and education about the process of transitioning to trustee
areas. Before the first required pre-map hearing was held at the end of August, the first phase of outreach
was implemented, beginning with a postcard mailer sent to every residence in the district boundaries
(not just current families). The postcard let residents know that the process was beginning, detailed our
desire to gather robust community input on potential maps and included instructions on how to keep up-
to-date on important milestones and dates throughout the process. A dedicated Trustee Areas webpage
(www.fuhsd.org/trustee-areas) was created, with the URL included on the postcard. An email address for
the community to share questions and feedback was also created. Email blasts and social media posts
were utilized to reach a variety of stakeholders, including FUHSD parents and families, families from
our two feeder elementary districts, residents across our six cities, members of local civic organizations
and other groups. Articles were also pitched to and published in several local news outlets, including the
Mercury News, to get the word out about the process. During these three months, staff coordinated and
participated in 20+ informational presentations and pop-up events (PTSA meetings, Back-to-School
nights, tabling at community festivals, etc.). Staff also drafted extensive FAQs that were included on the
Trustee Areas webpage to help the community understand the process. These were added to throughout
the school year and as the process evolved.

Community Committee Added to Process (Sept. to Nov. 2023)

In September 2023, to further enable robust outreach throughout the transition to By-Trustee Area
Elections and assist in the process of developing draft maps for consideration by the Board of Trustees,
the Board requested that a community committee be formed. Research once again centered on reaching
out to one of our cities, the City of Sunnyvale, who had utilized a similar process. We worked closely
with the Deputy City Manager to learn from their process and create an effective committee model.
Communications staff had about eight weeks to complete the following: form a nominating committee;
create outreach materials and conduct outreach to our various stakeholders and community partners to
garner as many applications from across the District as possible; review all applications; interview all
applicants; convene the nominating committee to make the final committee member selections; and
notify those selected of their appointment to the committee. Ultimately, 45 applications were received
for what became known as the Community Trustee Area Districting (CTAD) Committee. The committee
was finalized with 13 adult community members and 3 students representing the diversity of our
community and a multiplicity of different perspectives.



http://www.fuhsd.org/trustee-areas

Second Phase of Community Outreach (Nov. 2023 to April 2024)

In parallel with the creation of the committee and the start of the work it was tasked with,
implementation of the second phase of community outreach began. The goal of this phase was to start
gathering actional feedback on potential draft maps. Staff facilitated the acquisition of a web tool that
allowed for the public to view all maps (created either by our demographer or members of the
community) down to street-level detail, with layers outlining city borders, our high school attendance
area boundaries and our elementary feeder school boundaries. This allowed the public to provide more
direct input, while also gaining a better understanding of the complexity of the mapping process.
Communications staff hosted mapping workshops, and a total of 25 community created maps were
ultimately submitted by the conclusion of the process. Communications staff also created and
disseminated two surveys during this time to gain community feedback about the various draft maps, as
well as to learn about the different communities of interest that were important to community members.
The District received 85 responses to the first survey and 2,400 responses to the second survey. More
than 600 emails containing community feedback were also collected over the course of the process.
Once the CTAD committee was up and running, six meetings were scheduled, all in accordance with the
Brown Act, where community members were able to make public comment and share their feedback and
ideas. The committee reviewed every comment, piece of feedback received, survey response and draft
map that was submitted as they worked towards making recommendations to the Board. A dedicated
CTAD webpage was created to share meeting minutes and all related materials with the public.
Communications staff worked in partnership with the committee members to hold an additional 40+
outreach events from December through April to gather more feedback on the maps. This included in-
person events, webinars and hybrid meetings. Once the final map hearing dates were scheduled, staff
and the CTAD were able to add an additional month of outreach to the original timeline to be responsive
to requests from some portions of the community for more time to provide input.

Addressing Misinformation and Rumors

At various times throughout the process, misinformation spread in some areas of the community, mainly
related to rumors that the District was planning to change school boundaries or close high schools. In
each case, communications staff took swift action and held community meetings throughout the District
to address these false rumors and provide factual information. Staff also met with many individuals one-
on-one and in small group settings to provide the facts about the transition.

Conclusion of the Process (Spring 2024)

In evaluating the Transition to By-Trustee Area Elections Community Outreach Campaign, the outreach
conducted by communications staff between August 2023 and April 2024 was effective both in engaging
thousands of community members from across the District in this critical process and gathering
actionable feedback on draft trustee area maps that ultimately led to the adoption of a final community-
driven map. Public participation included thousands of survey responses, hundreds of emails, hundreds
of people providing public comment at both Board Meetings and CTAD committee meetings, 25 draft
maps submissions and more than 9,400 webpage views. The process was not without its challenges,
particularly around communicating over a long period of time on a complex topic across a diverse
population and ensuring that all voices felt they were equally heard. Confusion about the process,
including false rumors that the process was related to school attendance boundary changes or school
closures, did create some division in the community about the issue; however, communications staff
implemented multiple strategies to address this misinformation. The CTAD committee ultimately made
its final recommendations to the Board of Trustees in April 2024 based off the extensive community
input it had gathered. After a final map was selected and approved by the Board, staff presented to the
County Committee on School District Organization in May for the last step in the approval process. At
the hearing, several committee members commented that it was the most extensive community outreach
they had seen in Santa Clara County on the transition to By-Trustee Area Elections.




LINKS TO SUPPORTING MATERIALS

FUHSD Trustee Area webpage (including comprehensive Frequently Asked Questions
section): https://www.fuhsd.org/newsroom/trustee-areas

FUHSD Community Trustee Area Districting (CTAD) Committee
webpage: https://www.fuhsd.org/newsroom/trustee-areas/ctad

FUHSD Draft Map Scenarios webpage: https://www.fuhsd.org/newsroom/trustee-areas/maps

Initial Outreach Plan:
https://drive.google.com/file/d/1EY YkrzAtMdgXA4Gg3BYJ4n9LeM9yr86W/view ?usp=sharing

List of outreach events: https://docs.coogle.com/document/d/e/2PACX-1vQKRUtcaX V-
d6eXOuLsN8mI8pSR_MMSEFVeXHpUxsrCeEjtaFj76xTASntMCfNhSY 21jvI-w2pEchhH/pub

CTAD Application & Outreach Flyer:
https://drive.google.com/file/d/1 GKMiMO0gsk8JwITQUOsSlrpO0XAkQHi8GW/view?usp=sharing

FUHSD Staff Presentation to County Committee on School District Organization for review and
final approval of the Board approved map:
https://resources.finalsite.net/images/v1716226063/fuhsdorg/ukludhtuthhashzgnbnr/CountyCommittee-

May13.pdf
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