TORRANCE

UNIFIED SCHOOL DISTRICT

“From Angry Petitions to Win-Win Options”

LINK: COMPLETE PRESENTATION WITH ALL VISUALS

BACKGROUND

In February 2024, our board of education members started to re-explore the very real possibility of exchanging
our Hamilton School Adult School property for another piece of property that could create ongoing, sustainable
revenues for our district. Likely, a developer would tear down the school and build housing on the property.
However, for more than 30 years, the North Torrance community has used and invested in the ballfields at
Hamilton as their “home” for two beloved community-based sports: North Torrance Little League and North
Torrance Girls Softball. The community is very protective and vocal about their needs and interests in
preserving these open green spaces so that their families can continue to enjoy these leagues. According to our
administration, when the property was declared surplus in 2017-2018 for alternate uses, there was outrage from
the community and bad PR for the school district. The CBO and superintendent requested a PR plan to help
engage the community and address their concerns so that the board of education could raise the issue again
and conduct a vote on whether to issue an RFP for the exchange.

RESEARCH

The research phase was critical to understanding the scope of the issue, what our District had tried in the past,
and which tools we used. Research also identified the key publics, stakeholders, and audiences and defined the
full scope of the problem. One of the most valuable items we uncovered during our unsystematic scanning of
Internet research was an archived online petition with more than 1,500 entries and first-hand opinions of local
families, neighbors, and community members that was solid gold for our planning phase of the RPIE model.

Informal Research Internet Research (Unsystematic Scanning)
e Demographic Data

Historical Secondary Research: (Informal) « Newspaper articles

e Interviews with District Management « Television news coverage
e Internal Documents Request e Online petitions
o 7/11 Committee Reports and Notes * Organization websites and social media

= Noted quotes from key opinion leaders
o CA Ed Code Waivers
o Shared folders from prior PIO

Formal Research

To test the validity of the accusations from the
community, we also used formal data gathered from
a June 2019 Public Opinion Research conducted by
True North Research, which measured Voters'

* Ball League Officers Attitudes about Torrance Unified Communications.
* Neighborhood Associations (Slide 14 in Presentation Link)

Conducted Focus Groups with Key Groups
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PROBLEM STATEMENT

Due to looming state financial difficulties and the
changing needs of our District, our Board of
Education wants to explore repurposing our
Hamilton Adult School property. However, the site
has housed two beloved community ball leagues for
decades. When the prior Board officially declared the
property surplus in 2017, it was a contentious
process in which the community launched a highly
publicized grassroots outcry using online petitions
and news coverage. They criticized the District for
the lack of transparency and accused the staff of
purposely overlooking the North Torrance area,
which houses the highest population of low-income
students.

PLANNING

As with most campaigns, the planning phase was
condensed over a few short months, but the RPIE
phases were also reiterative. As we learned more in
our community meetings, we would review and adjust
our plan accordingly.

BUDGET

The total budget came in at a little more than $65K,
not including district in-kind contributions like
meeting space and staff time and opportunity costs
of making this campaign a priority for so long. The
major expenses were the Thought Exchange
community input tool and the mailings.

GOALS

Ensure that the
majority of the North
Torrance residents
have an opportunity to

Work closely with the
community ball
leagues to gain their
trust and confidence
and find a workable

solution.

engage in the decision
process and provide
feedback to the Board.

Reduce the amount of
negative news
coverage and promote

Create and document a
community outreach
process that District
leadership will value

and continue to use for

future PR projects.

a balanced narrative
that features key
District messages.
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%Board Meeting,

RFP Presented

7/8 Public Listening Board Meeting
6/12 70K Postcards Mailed to North Residents
6/5 - 7/15 Second ThoughtExchange
5/1 & 5/9 Public Community Meetings Held Twice
sn 5/19 First ThoughtExchange
P

Meeting with PTA Leaders
ropose Comms Plan to Board
Second North Leaders Meeting
First North Leaders Meeting
Hamilton Issue on Closed Board Agenda
Comms Dir. Briefed on Project

EXPECTED OUTCOMES

In addition to strategies for every goal, we created
measurable knowledge, behavior, and opinion
outcomes for each goal. A complete list can be found
on Slides 36-39 in the linked presentation.

TACTICS

We committed to several community engagement
tools to ensure community awareness, build
relationships, and ensure authentic engagement.

Thought Exchange tool for community input
e Community meetings held in North Torrance
o Held multiple times for easier access
e Board Meeting dedicated to listening to input on
this topic, moved into North Torrance
e Special website tusd.org/hamilton & FAQ Sheets
e 12K+ bilingual postcards mailed to North homes

e Shared Professional Renderings
e Published minutes with our commitments
e Relationship Building

EVALUATION

Examples of our evaluation tools included surveys,
public comments, web analytics, Thought Exchange
data, Board of Education feedback, and unsystematic
scanning of hews media.

RESULTS

The campaign was incredibly successful. We achieved
all of our goals and most of our outcomes. Our
administration listened to the community and
adjusted our plans to find win-win solutions. Our
District committed to invest in new fields and the RFP
board vote passed without any outcry. 2






