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Getting clear on the decision 
Ensure decision makers agree on the problem

Problem: 
• Declining neighbourhood

enrolment has resulted in under 
utilization of school capacity. 

• Over 80% of schools would not 
survive an earthquake seismic event 
of 5.0+, heating, ventilation and air 
conditioning systems are failing

• In some schools student 
populations are so small that the 
School District cannot offer the 
optimal range of programs. 

Trustees needed to make a decision on 
which schools to potentially close to 
ensure facilities are used in an effective 
and fiscally responsible way. 



The issue that no one was talking 
about but was behind their concern 
about engaging the public. 

Fear of angry, emotional people 
yelling at them.
This is what had happened before 
when they had made a decision to 
close schools.



WHERE TO START
What values are at stake?
Who is impacted by the potential 
decision?
What is their role?
What are the barriers to their 
participation in decision making?
Who else is interested in this 
decision?
Why are they interested?
How do they want to participate?
What will success look like and for 
whom? 



What is the shared history? 
Understand the Organizational History

• Past emotional public meetings

• Immigrant families value education

• Impact of social policies, structures, systems

Understand Community History

• Differences in cultural values and norms

• Language is significant barrier to asking 
questions and understanding complex 
information. English as a second language

• Low trust in government from other countries 
has resulted in low participation rates

• Economic differences: some 
vulnerable/marginalized groups don’t have 
access to computers, limited resources to 
travel. 



What will make this process meaningful?

• Identify the principles that inform the 
process – then lean into those principles 
throughout the process.

• Start with the end in mind and use the core 
values as the guide for designing and 
evaluating the process.

• For example we said: 
• We value public input and will provide 

consistent follow up to participants in a 
timely manner. 

• We will be accountable and transparent 
by providing consistent real time info, 
improved accessibility and legibility of 
reports and documentation

In most of Richmond declining neighbourhood enrolment has resulted in underutilization of school 
capacity. In some schools student populations are so small that the School District cannot offer the 
optimal range of programs. Trustees need to make a decision on which schools to close to ensure facilities 
are used in an effective and fiscally responsible way. 
We want to hear from you as we gather information to inform our decisions and make our way through this 
process. Please take a moment to provide your input by visiting our website at:

http://letstalksd38.ca
  ENGAGEMENT GOALS 
• Listen, learn and acknowledge community concerns 
• Provide balanced and objective information to assist our community and stakeholders to    
 understand the problems and critical issues in the school district
• Seek input on potential alternatives and use it to inform Board of Education decisions
• Communicate how the input influenced the decision

  ENGAGEMENT OBJECTIVES 
• Meet with specific community groups to introduce them to the process, encourage their involvement  
 and the involvement of their members 
• Use creative strategies and a variety of online engagement, face-to-face tools, and traditional media    
 to share information and receive input that enhances mutual understanding 
• Report back “what we have heard” at each stage of the engagement process 

  ENGAGEMENT PRINCIPLES
 
Because we care about our community and stakeholders we will:
• Authentically engage in an inclusive and meaningful way
• Be accountable to maintain and grow relationships in an honest, transparent, and responsible way
• Listen in order to make decisions that are best for our students 

  DECISION MAKING
 
All decision making will be informed by our foundational values, will be future orientated to ensure the 
economic, social, and environmental sustainability of our school district
• Any decisions regarding land management whether lease/sale/or partnership will be made by the   
 Board of Education (Trustees)
• The Community and our stakeholders will be advised of decisions made by the Board of    
 Education (Trustees)

/RichmondSD38@ RichmondSD38
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Our Schools i Our Students i Our Future

PROCESS DIAGRAM

i Steering committee 
   identifies goals
i Let’s Talk SD38 
   website launched 
i Survey: How would 
   you like to be engaged? 
i Develop 
   engagement plan

i Meetings and 
   presentations with 
   education partners and 
   stakeholders 
i Survey: How do you get 
   your child to school? 
i Open houses
i Evaluate and identify 
   implications 
i Develop options to 
   present to the public

i Workshops: Present 
   options to the public 
i Survey stakeholders
i Evaluate and identify 
   implications 
i Provide recommendations 
   to the Board of  Education

i Board of  Education 
   presentation
i Evaluate and identify 
   implications 
i Finalize strategic 
   recommendations and 
   submit to Board of  
   Education

i Board of  Education 
   approves 
   recommendations 
i School District staff  use 
   recommendations to 
   design a plan of  
   implementation

i Implement 
 Long Range Facilities 

   Plan



From Consult To Involve
Tell me, I forget…

Show me, I remember…
Involve me, I understand

- Chinese proverb

• Build capacity of students from 
neighbourhood schools to lead community 
conversations

• Collaborate with community organizations, 
NGOs, etc to reach out and facilitate the 
involvement of those affected and 
interested in the decision

• Involve and share the problem and 
complexity of issues with parents, staff, 
community because they are experts on 
their school context, their lived experience

• Integrate local knowledge input with expert 
based knowledge to develop a 
comprehensive understanding of the issue

• Create opportunities for decision makers 
and stakeholders/ public to learn  together, 
to understand what is important to 
community, to build relationships. Interests 
that are important to elected officials



Support people to 
participate in a 
meaningful way
• Parents, grandparents, neighbours and 

other students speak a diversity of 
languages this can create barriers

• Build bridges between people and 
connectivity in community to build 
understanding, to address economic, 
physical, social barriers

• Make it easy for people to access 
information and to feel welcome 

• Empower people by supporting them to 
understand complex information

• To ask questions based on the 
information provided. Students translated 
to 26 different languages 



Outreach 
Tools and Techniques

• Seek input on how people want to 
participate – surveys, interviews, online

• What do you need to participate in a 
meaningful way
• Child care, transportation to events for 

people with disability, no stairs in event, 
food, funding

• Go to where people are. Outreach in malls, 
libraries, schools, churches and at 
community events 

• Open Houses in schools with student 
translators 

• Neighbourhood and education partner 
meetings

• Presentations at NGO events with lunch

• Online/ digital engagement



Give voices to 
community interests, 
needs and concerns…

• Based on what we heard we asked 
questions to keep the conversation 
going, to voice concerns from 
parents, teachers, students, 
neighbours…

• If school closures have to occur 
what would the community need 
to ensure their needs are met?

• What issues need to be explored in 
a robust way? How do we get to 
school? What program curriculum 
is located where? 

• Think about how to amplify 
community voices to leverage 
influence



Online Tool: Engagement HQ

• Board reports, individual 
school projections, school 
assessments, survey 
reports were all provided 
ahead of Open Houses 
online and at in person 
events.

• Consistently communicated 
what we heard throughout 
the process

• All materials are contained 
at:

• https://www.letstalksd38.c
a/long-range-facilities-plan-
school-closure-process

 
 

 



Linked Tools & Techniques

• In person comment cards and 
forms

• In person post it note questions
• Online comments and questions
• Online tracking data
• Social media posts
• Print media letters and articles
• Create tools that support 

collaboration with partners and 
meet their interests and yours. 
Literacy: Double Sided 
Bookmarks





Use Online Data To Evaluate Strategies & 
Impact



Effective & Responsive 
Communications

• Build relationships through 
consistent communication

• Be the trusted source for 
information and updates 
for parents, teachers, 
school district union staff, 
education partners, renters 
and community members



Input influenced decision & created impact

• Process combined community experience and values 
with expert based knowledge for a better decision and 
outcome

• Accountability – community reported being better 
informed and understood complex issue.

• Apathy decreased – Local government reported 
increased participation in municipal processes, Regional 
government Ministry of Education reported significant 
letters received

• Transparency – provided consistent real time info, 
improved accessibility and legibility of reports and 
documentation 

• Decision makers – reported less community anger and 
better relationships with community 

• Critical community leaders wrote positive letters in news
• Parents were proud of their children for leadership
• Students gained valuable experience on how to be 

effective leaders in their school & community

 
 

	



THANK YOU

https://www.letstalksd38.ca
/long-range-facilities-plan-
school-closure-process

For video see: 
www.growpartnerships.com

https://www.letstalksd38.ca/long-range-facilities-plan-school-closure-process
http://www.growpartnerships.com/

