
 

 

Version 1.0 
May 2, 2019 

Outreach Communications Plan 

BEAR VALLEY COMMUNITY SERVICES DISTRICT 
28999 S. LOWER VALLEY RD, TEHACHAPI CA 93561 

 

  



P a g e  | 1 
 

May 3, 2019 Bear Valley Community Services District Outreach Communication Plan 1
 

CONTENTS 
1 Introduction .......................................................................................................................................... 2 

2 Purpose ................................................................................................................................................. 2 

3 Scope ..................................................................................................................................................... 2 

4 Background ........................................................................................................................................... 2 

5 Objectives.............................................................................................................................................. 2 

6 Assumptions and Constraints ............................................................................................................... 3 

7 Guiding Principles ................................................................................................................................. 3 

8 Goals ..................................................................................................................................................... 4 

9 Key Messages ........................................................................................................................................ 4 

10 Audiences .......................................................................................................................................... 4 

11 Tactical Outreach .............................................................................................................................. 5 

12 Evaluation ......................................................................................................................................... 5 

13 Written External Social Media Policy ................................................................................................ 9 

14 Social Media Monitoring ................................................................................................................... 9 

15 Deletion of Content/Restriction of Access ........................................................................................ 9 

16 Handling of Criticism ......................................................................................................................... 9 

17 General Policy ................................................................................................................................. 11 

18 Comments Policy............................................................................................................................. 12 

19 Reporting/Removal of Unauthorized Comments ........................................................................... 13 

20 Terms of Service .............................................................................................................................. 13 

21 Appendix D: Document Revision History ........................................................................................ 14 

 

 

 

  



P a g e  | 2 
 

May 3, 2019 Bear Valley Community Services District Outreach Communication Plan 2
 

INTRODUCTION 
The adoption of an Outreach Communications Plan (Plan) furthers the commitment of the Bear Valley 
Community Services District (BVCSD or the District) to improving public communications. This Plan 
outlines a course for building a stronger relationship with the residents of Bear Valley Springs. 

1 PURPOSE 
This Plan is a tool that allows staff, management and the Board of Directors to agree on objectives, plan 
strategies to achieve those objectives, and allocate the appropriate resources.  

2 SCOPE 
The Plan deals primarily with BVCSD public relations and outreach tactics, but is also intended to guide 
and assist Departments in their program-specific outreach. As such, the Plan contains overall 
communications objectives that departments and the Communications Specialist should consider when 
planning and implementing outreach efforts. 

3 BACKGROUND 
The lack of a formal communications plan at BVCSD has hampered communications between the District 
and the residents of Bear Valley Springs (BVS). The forms of communication used in the past have 
included water bill inserts, the monthly Bear Tracks periodical, a website, CodeRED alerts, and a 
Facebook page. 

 Water bill inserts are becoming less effective as more residents opt into paperless accounts. 
 Bear Tracks, as a once-monthly publication, cannot provide timely information to residents as 

events occur. 
 The current BVCSD website is built on aged technology and is difficult to maintain. The outdated 

design and poor user experience do not meet modern expectations. The site does not meet Web 
Content Accessibility Guidelines (WCAG), which may hamper usability for a significant percentage 
of the population. 

 Residents have reported that the CodeRED alerts and updates have been inconsistent and 
untimely. 

 Social Media is a vital engagement platform for government outreach. 

4 OBJECTIVES 
The BVCSD Communications Specialist is charged with working to ensure that Bear Valley Springs 
residents: 

1. Are informed about issues relating to BVCSD services, budgets and policies. 
2. View BVCSD as accessible and accountable. 
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3. Have the means and opportunities to communicate their needs and opinions. 

The Communications Specialist is also charged with ensuring that Departments are equipped to interact 
with their residents by: 

 Working with IT and other divisions to provide an interactive, user friendly website and other 
communications tools. 

 Providing program staff with analysis, input and review of materials on an as-needed basis. 
 Distributing information through media relations, community relations, and other means. 

5 ASSUMPTIONS AND CONSTRAINTS 
Much of the intent behind a strategic communications plan is to influence awareness and opinions 
among various audiences. The development of this Plan included a social media sentiment analysis, 
news media inventory, internal survey of public-facing staff, a PEST (Political, Environmental/Economic, 
Socio-Cultural, Technological) analysis, and a SWOT (Strengths, Weaknesses, Opportunities, Threats) 
analysis. The goals of these data gathering techniques were threefold: 

 To determine where changes in levels of awareness/knowledge are desirable or necessary. 
 To develop a plan of action for a specific time period. 
 To provide a baseline against which to measure future changes in awareness and sentiment. 

Note: Due to lack of internet/email access at the gate, 12 gate personnel were not able to participate in 
the survey. 

6 GUIDING PRINCIPLES 
The Plan at BVCSD will be managed by several guiding principles, specifically that our efforts will be: 

Proactive vs Reactive 
We will endeavor to provide information to residents in a timely manner so that: 

 Information is made available to residents when it is useful. 
 We may address minor issues before they grow into problems. 

Two-way vs One-way 
We will provide our residents with forums and opportunities to voice their concerns so that: 

 They feel valued and respected. 
 We can establish a climate where residents have good understanding of our goals, and what is 

needed to reach those goals. 
 We are made aware of residents’ concerns. 
 We give ourselves the opportunity to be proactive. 

Strongly Themed 
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We have three key messages (referred to below), at least one of which should be included in all 
communications. 

Supportive of Board goals 
We will support the Board’s goals with our objectives, strategies and tactics. 

Supportive of Community Values 
Bear Valley Springs is a community that values privacy and independence while embracing a culture that 
is relaxed, welcoming and neighborly. The residents are protective of the rural way of life, including the 
wildlife, natural beauty and seclusion found within Bear Valley Springs. We will recognize and respect 
these values of the community we serve. 

7 GOALS 
 To be deliberate and cohesive in our communications efforts. 
 To become a trusted source of information in the community. 
 To engage the community and shape the way BVCSD’s effort is perceived. 
 To educate and inform residents about the BVCSD’s needs, challenges and successes. 

8 KEY MESSAGES 
 The BVCSD exists to serve the residents of Bear Valley Springs. 
 This is a new BVCSD, committed to course correction. 
 The BVCSD is part of the community, guided and operated by members of the community. 

9 AUDIENCES 
 Residents of Bear Valley Springs 
 BVCSD Staff 

Audience segment of note: 

Of particular note is the significant percentage of our population who are aging and/or disabled. This 
group comprises over 40% of the valley’s population. To serve this particular group, our outreach efforts 
must overcome specific barriers including deficits in sensory, cognitive and physical abilities. Although 
we are not legally required to meet Web Content Accessibility Guidelines (WCAG), best practices and 
the needs of our community demand that we do so. WCAG guidelines make content accessible to a wide 
range of disabilities, including blindness and low vision, deafness and hearing loss, limited movement, 
cognitive limitations and learning disabilities. 
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10 TACTICAL OUTREACH 
Our outreach will focus on making residents aware of all aspects regarding major projects. Current 
projects of note include: 

1. Main Gate Entrance 
a. Drainage Improvements 
b. Software and Technology 
c. Architecture, Parking & Security 

2. Capital Replacement Plan 
3. Water System Revenue Sufficiency Analysis 
4. Citywide Engineering and Traffic Survey 

5. Guardrail Evaluation Project 
6. Traffic Sign Inventory 
7. Lower Elevation Striping 
8. Solid Waste Transfer Station 

Reconfiguration 
9. Mailbox Station Rehabilitation 

 
Sample Strategies 
 
Objective #1: To be deliberate and cohesive in our communications efforts. 

Strategy: Each project will have its own dedicated page on the website, and all published information 
regarding that project will be made available in that location. 

Objective #2: To become a trusted source of information in the community. 

Strategy: Notify the community of road work requiring traffic control as soon as possible via social media 
so that residents may choose to travel another route before encountering delays. 

Objective #3: To engage the community and shape the way BVCSD’s effort is perceived. 

Strategy: Engage residents online, through the Social Media they prefer, while using the BVCSD website 
as a primary point of reference. 

Strategy: Provide multiple communications channels through social media, website feedback forms, 
townhall meetings, coffee klatches and other points of contact to ensure that the residents have the 
means and opportunities to communicate their needs and concerns. 

Objective #4: To educate and inform residents about the BVCSD’s needs, challenges and successes. 

Strategy: Each project on the website will receive updates as they progress, including explanations of 
delays if necessary, so that residents may follow and understand what is happening and why. 

Strategy: Timely public service announcements and articles will be regularly posted to the website. 

Strategy: Residents may choose to opt-in to a periodic newsletter that will provide current news and 
information regarding BVCSD issues. 

11 EVALUATION 
This plan should be reviewed each year by the Communications Specialist, under the direction of the 
General Manager, to identify current-year communications priorities and resource recommendations. 
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Because the BVCSD Outreach Communications Plan is in its infancy, it is recommended that the BVCSD 
continue to develop and use tools that yield both “soft” and hard data to gauge the success of public 
outreach efforts. This data will rely heavily on web and social media analytics including: 

Web and Social Media Performance Metrics 
 

Breadth of Reach 

 Unique Visitors 
 Total Visits 
 Facebook fans and total reach 

Depth of Reach 

 Website page views 
 Website pages per visit 
 Website visit duration 
 Website time on page 
 Social Media Click-throughs 

Direct Engagement 

 Website on-site search queries 

 Social Media Questions Answered 
 Social Media Response Time 
 Social Media Likes 
 Social Media Comments 
 Social Media Shares 

Loyalty 

 Website new vs returning visitors 
 Website visits per visitor 
 Percentage of users who repeatedly visit 

from a particular social media source 

User Experience 

 Survey data 
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Appendix A: Situational Analysis 
Demographics1 
Population: 5,172 
Homeowners: 96.6% 
Adults over age 65: 32.4% 

Disabled: 9.5% 
Homes with computers: 93.5% 
Homes with broadband internet access: 80.9%2 

Strengths 
Internally, the staff at BVCSD feel a strong desire to improve communications and become trusted 
members of the community. The staff feel the residents value their commitment to quality service, and 
are proud of “going the extra mile” to provide that level of service to the community. 

Externally, the residents of Bear Valley Springs are an intelligent, civic minded, and friendly group. They 
value the outreach they have received and many are supportive of the BVCSD staff that they encounter 
on a day-to-day basis. They have a strong desire to better their community, readily engage on social 
media, and seem inclined to allow the BVCSD to earn their respect. They are skeptical, but hopeful. 

Weaknesses 
Internal Weaknesses 
The following points were repeatedly mentioned in an internal survey of public-facing BVCSD Staff: 

 Some staff feel they lack knowledge of how best to interact with the residents. 
 There is a lack of internal communication/IT infrastructure. 
 There is a lack of communication between staff and management. 
 There is a lack of communication between departments. 
 There is difficulty in coordinating and disseminating information to residents quickly and efficiently. 
 There is a culture of being reactive vs proactive. 

External Weaknesses 
The lack of consistent, timely and targeted outreach has led to the spread of misinformation and 
speculation within the community, creating an “Us vs Them” mentality. Residents have expressed that 
they have not received the information or knowledge that they needed. The reasons most commonly 
cited to support this belief are:  

Poor outreach:  
 CodeRED alerts have been reported variously to be too few, too many, and lack consistent updates. 

Although user account setting are a factor in the reliable reception of CodeRED messages, a news 

                                                           

 

1 This data was retrieved from https://www.census.gov/quickfacts/bearvalleyspringscdpcalifornia 

 
2 This data pre-dates the installation of Race fiber in the community. 
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report about the difficulties surrounding the Camp Fire indicate that there are potential failures 
within this system.3 

 Previous administrations have failed to respond to residents’ attempts to communicate. 
 Complaints that the staff at the BVCSD “never answer the phone”. 

Poor accountability 
 Residents have indicated on social media that they have felt their concerns are passed between 

various departments and agencies without being addressed 
 Residents have indicated on social media that they feel the BVCSD has not upheld its 

responsibilities due to a lack of outreach on project progress and community concerns. 

Perceptions of Dishonesty/Fiscal Irresponsibility 
 There is are persistent rumors within the community of mishandled or embezzled funds and a 

perception that past administrations were unethical. Three incidences of employee 
theft/embezzlement have occurred at the Bear Valley Springs Association, but rumor has confused 
the facts and attributed these thefts to the BVCSD. This inaccurate but prevalent perception has 
been supported by the distressed financial status of several departments within the BVCSD. 

 Residents have reported seeing road crew personnel “parking and running out the clock” during a 
shift. This is an assumption on the part of the residents, who were not aware of various projects 
requiring crew in their locations. These stories, repeated by word of mouth and spread over social 
media, have become accepted as factual evidence that BVCSD personnel are wasting taxpayer 
dollars without consequence. 

 Allegations of excessive spending on employee perks such as holiday parties, drinking water, and 
snacks. 

Misinformation/Lack of Outreach 
 Residents are uncertain where responsibilities lie between the BVCSD and the Bear Valley Springs 

Association. As residents’ concerns are redirected to various departments between the 
organizations, this could contribute to the perception that concerns aren’t being taken seriously or 
addressed properly. 

 Lack of educational outreach has led to speculation and misinformation regarding budget shortfalls, 
failed initiatives, and incomplete projects. 

Threats 
Patience and trust among residents have worn thin, and they will have little tolerance for failures or 
missteps. To compound this issue, current BVCSD priorities do not align with publicly vocalized pain 
points: upper road improvements, dead/dying trees, bark beetle, and the lack of progress on projects 
such as the official Neighborhood Watch program. Care will need to be taken in justifying the BVCSD 
priority list while recognizing and respecting residents’ concerns. 

                                                           

 

3 https://www.latimes.com/local/california/la-me-camp-fire-deathtrap-20181230-story.html 
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Appendix B: Social Media Guidelines 

12 WRITTEN EXTERNAL SOCIAL MEDIA POLICY 
 This policy should define when comments should be deleted or commentator access restricted. 
 This policy establishes the tone of the conversation allowed on the Social Media site and helps to 

moderate the conversation in a professional but open manner. 

13 SOCIAL MEDIA MONITORING 
 Designated Social Media Administrators will monitor content on Social Media sites to ensure 

adherence to both the BVCSD Social Media Policy and the interests and goals of the BVCSD. 
Employees representing the BVCSD via Social Media sites must always conduct themselves as a 
representative of the BVCSD and in accordance with all policies. 

14 DELETION OF CONTENT/RESTRICTION OF ACCESS 
 The BVCSD requires designated Social Media Administrators to immediately notify the General 

Manager if there is any posted material that may be inappropriate, that violates the BVCSD 
Comment Policy or any applicable policy, that is illegal or that potentially infringes the copyrights or 
other rights of any persons. The General Manager (or designee) will investigate and determine 
whether the content should be removed and/or the commentator should be denied access to the 
Social Media site. The Social Media Administrator may temporarily hide questionable content until 
such investigation and determination are complete. 

 All content removed must be retained by the designated Social Media Administrator for a 60-
day period and should include the time, date, and identity of the poster when available.  

 Upon removal of content, the Social Media Administrator shall notify the commenter that their 
response has been deemed inappropriate and removed due to inconsistency with the BVCSD’s 
content requirements. 

15 HANDLING OF CRITICISM 
 Designated Social Media Administrators should be the only employees permitted to speak 

on behalf of the district to ensure that all outreach efforts are cohesive and consistent with the 
Plan. 

 Reply publicly and then listen. We should reply to the person publicly, asking them to 
provide their contact information through a private message. At this point, take the 
conversation to the phone or in-person. Get it out of writing so that we can hear tone of voice 
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and see body language. Replying publicly allows other people in the community to see that we 
are attentive and handling the situation. 

 Assume the best. Even if you think the answer is obvious, be patient, helpful, pleasant and 
non-defensive. Never assume malicious intent until you have covered the obvious.  

 Get to the bottom of the initial complaint. Sometimes the critics might be right. Listening to 
what they have to say will lead to identifying and solving an issue before it gets out of hand.  

 Trolls. When evaluating a commentator, remember that most people just want to be heard. We 
must understand their position to determine if their complaint is valid. Some people, however, 
see confrontation as a form of entertainment. A troll is an online bully who will attack 
individuals or groups for no reason other than to provoke, trigger conflict, and receive 
attention by “trolling” or fishing for comments. Their antagonistic behavior will be frequent and 
repetitive. When directly engaged, it will become evident that they seek confrontation rather 
than resolution. If the source of criticism is a recognized “troll” whose intention is only to cause 
strife, the ideal response is to starve them of attention by ignoring them. Remember the 
internet mantra “Don’t feed the trolls”. 
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Appendix C: Public Social Media Policy 
As a public entity the Bear Valley Community Services District (BVCSD) must abide by certain 
standards to serve all its constituents in a civil and unbiased manner. This Social Media Policy 
establishes guidelines for the use of Social Media by the BVCSD as a means of conveying 
information about the BVCSD to its residents. 

The intended purpose behind establishing BVCSD Social Media sites is to disseminate information 
from the BVCSD to the residents of Bear Valley Springs. 

BVCSD reserves the right to restrict or remove any content that is deemed in violation of the BVCSD 
Social Media Policy or any applicable law. 

16 GENERAL POLICY 
 BVCSD Social Media sites should make clear that they are maintained by the BVCSD and that 

they follow the BVCSD Social Media Policy. 

 Wherever possible, BVCSD Social Media sites should link back to the official BVCSD website for 
forms, documents, online services and other necessary information. 

 Designated Social Media Administrators will monitor content on BVCSD Social Media sites to 
ensure adherence to both the BVCSD Social Media Policy and the interests and goals of the 
BVCSD. 

 These guidelines must be displayed to users or made available by hyperlink. 

 The BVCSD’s website at http://www.bvcsd.com will remain the BVCSD’s primary and 
predominant internet presence. 

 All BVCSD Social Media sites shall adhere to applicable federal, state and local laws, regulations 
and policies. 

 BVCSD Social Media sites are subject to the California Public Records Act. Any content 
maintained in Social Media format that is related to BVCSD business, including a list of 
subscribers, posted communication, and communication submitted for posting, may be a public 
record subject to public disclosure. For Public Records Act requests, please contact the BVCSD 
office directly. 

 Comments on topics not within the jurisdictional purview of the BVCSD may be removed. 

 Employees representing the BVCSD via Social Media sites must conduct themselves at all times 
as a representative of the BVCSD and in accordance with all BVCSD policies. 

 This Social Media Policy may be revised at any time. 
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17 COMMENTS POLICY 
 Comments or content containing any of the following inappropriate forms of content shall not 

be permitted and are subject to removal and/or restriction by the BVCSD: 

o Comments not related to the business of the BVCSD or not relevant to the original topic 

o Violent, profane, obscene or pornographic content and/or language 

o Content that promotes, fosters or perpetuates discrimination on the basis of race, creed, 
color, age, religion, sexual orientation, gender or national origin 

o Content that threatens or defames any person or organization 

o Content that is hateful or incites violence 

o Solicitation of commerce including, but not limited to, advertising of any non-
government related event, business, or product for sale 

o Conduct in violation of any federal, state or local law 

o Encouragement of any illegal activity 

o Information that may tend to compromise the safety or security of the public or public 
systems 

o Content that violates a legal ownership interest, such as a copyright, of any party 

 A comment posted by a member of the public on any BVCSD Social Media site is the opinion of 
the commentator only, and publication of a comment does not imply endorsement of, or 
agreement by, the BVCSD, nor do such comments necessarily reflect the onions or places of the 
BVCSD 

 The BVCSD reserves the right to deny access to the BVCSD Social Media sites for any individual 
who violates the BVCSD’s Social Media Policy, at any time and without prior notice 

 The BVCSD shall monitor their Social Media sites for comments requesting responses from the 
BVCSD and for comments in violation of this policy 

 When a BVCSD employee responds to a comment, in his/her capacity as a BVCSD employee, the 
employee’s name and title should be made available 

 All comments posted to the BVCSD Facebook site are bound by Facebook’s Statement of Rights 
and Responsibilities, located at http://www.facebook.com/terms.php and the BVCSD reserves 
the right to report any violation of Facebook’s Statement of Rights and Responsibilities to 
Facebook with the intent of Facebook taking appropriate and reasonable responsive action. 
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18 REPORTING/REMOVAL OF UNAUTHORIZED COMMENTS 
The BVCSD will investigate and respond to all reports of potential violations of this Policy. Any 
content removed based on these guidelines must be retained by the BVCSD for a reasonable time, 
including the time, date, and identity of the poster when available. Upon removal of the content, the 
Social Media Administrator shall notify the commenter that their response has been deemed 
inappropriate and removed due to inconsistency with the BVCSD’s content requirements. 

The BVCSD reserves the right, at any time and without prior notice to deny access to the Social 
Media site to any individual who violates this Policy. 

19 TERMS OF SERVICE 
Each type of Social Media maintains a “Terms of Use” agreement. All comments posted to any 
BVCSD Social Media site are bound by these Terms of Use and the BVCSD reserves the right to 
report any user violation. 

  



P a g e  | 14 
 

May 3, 2019 Bear Valley Community Services District Outreach Communication Plan 14
 

20 APPENDIX D: DOCUMENT REVISION HISTORY 
 

Date Document Version Revision History Document 
Author/Revisor 

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

 


