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the Presenter

Bacilia Angel is a systems designer who helps public institutions
understand how engagement, access, and infrastructure function in
practice — not just on paper.

She is trained in industrial engineering, holds an MBA, and has
spent the past decade working across federal initiatives and
community organizations to translate complex systems into
practical, people-centered strategies.

Bacilia is the creator of the Community Engineering™ approach,
which treats engagement as a system — aligning people,
decision-making, and infrastructure so public investments are
actually used.

BACILIA ANGEL
President & CEO, IncludUs
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ABOUT US

IncludUs is a national nonprofit that engineers a more inclusive world. We help bold,
community-led ideas grow into real change by providing local leaders the tools,
infrastructure, and support to design, build, and scale solutions. We are located in

Tulare, California and DC Metro area.

IncludUs Fund | IncludUs Labs | IncludUs Institute



How This Work Was Commissioned

A

E

Initiated by City Manager

At the request of City Manager Marc
Mondell, IncludUs Labs was engaged to
evaluate Tulare's community engagement
systems, communications infrastructure,
public assets, and partner programs with a
focus on building trust with the Latino
community.
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A Systems Assessment — Not a
Performance Review

The framework is Community Engineering™:
examining what the system produces, not
who is performing well or poorly. Where gaps
exist, the solution is redesign.

Ten Weeks of Primary Research

Staff surveys (n=8), resident surveys (n=78),
15 business interviews, 15 resident
interviews, Community Engagement Lab
(n=31), concert demographic data, and digital
infrastructure analysis.
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™

Community Engineering

Community Engineering™ helps cities align people, decision-making, and infrastructure so public investments are actually used.

People + Culture
e Lived experience : Seu(;(;z?cekslgn:;: ured
e Trust & belonging e What's working
e Cultural relevance e What's not working
* Participation Community Economic e Continuous improvement
e Inclusion |mpact Sustalnablllty
Governance Design
Infrastructure Systems
e Decision-making
e Shared ownership : ;i;g?cglloaggsgtgata
e Accountability Governance Infrastructure e Service delivery
e Policies & processes e Access & barriers

Design Systems

Inclusive Culture
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Community Engineering ™

How We Approach This Work

We use this framework to assess how engagement functions as a system.
We assess four interconnected layers:

People + Governance Design Infrastructure Outcome

Culture Systems Learning System
Who belongs, who How decisions are How physical, digital, What success looks like, who
participates, who made, communicated, technical and internal benefits, and how learning
feels represented and acted on systems are executed drives improvement
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Community Engineering Maturity Model

Community Engineering maturity measures not how often a system engages, but how deeply engagement shapes decisions, and outcomes.

Level 1

Compliant / Ad Hoc

Engagement is requirement-driven

(grants, regulations, optics)
Reactive or inconsistent
participation

No shared standards, metrics, or
feedback loops

Community input does not
influence decisions

Investment in engagement
infrastructure and programs
Active engagement in some
departments or initiatives
Partnerships exist, often
relationship-dependent
Limited coordination across
teams

No shared standards,
governance, or measurement
framework

Community influence is
situational, not structural

Level 3
Strategic

Shared standards and
expectations across the
organization

Clear resident/ community
entry points

Engagement embedded into
planning and program design
Feedback loops exist and
inform improvements

Data used to understand
participation and trust
Some decisions are
meaningfully shaped by
community input

Level 4
Optimized

Engagement embedded into
planning, budgeting, and asset
management

Proactive and adaptive—not
reactive

Community input meaningfully
informs decisions.

Data used for continuous
learning and course correction
Culture, governance, and
infrastructure reinforce
participation

Community trust and wellbeing
are tracked outcomes
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A Note on Research Limitations

This research is qualitative and directional — not statistically representative. We are stating this upfront because intellectual honesty is the
foundation of trust.

What This Research IS What This Research IS NOT

v/ Qualitative and directional — designed to surface themes, X Statistically representative — participants were not drawn from a
barriers, and perspectives from people with direct lived experience random sample of the full Tulare population

v/ Grounded in multiple independent sources: findings that X A majority opinion survey — the resident survey (n=78) was
converge across staff, residents, and business owners are the developed mid-engagement to test responsiveness, not as primary
evidential foundation data

v/ Stronger where multiple sources independently confirm the X An evaluation of individual staff, partner, or operator

same finding without being prompted performance

v/ A starting point for deeper validation — Phase Il includes the X A final answer — Phase Il is designed to produce the data that
broader citywide survey needed for statistical confidence allows the City to act with full statistical confidence

fé:“ IncludUs .
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The Strategic Frame

Tulare has the assets.

What is missing is the design.

The Market Is Here

63% Latino. Median age 29. Fastest-growing
business segment in California. The
community the City was asked to
understand is also its greatest growth
opportunity.

The Demand Is Proven

The community showed up the moment
programming spoke to them. 66% have
never attended a City event — not from
disinterest, but because they were never
reached.

The Partners Are Ready

Spade, the Chamber, TBIZ, and IncludUs are
positioned to activate this opportunity
together — with the City as the connector
and enabler. Some of the recommendations
are already being implemented.




The Assets Tulare Already Has

The focus on this report is about how to make it work for everyone and more efficiently.

Physical & Program Assets

» Adventist Health Amphitheater at Zumwalt Park — significant public
investment in premier outdoor venue

» TBIZ Business Innovation Facility — high-quality space with offices,
shared workspace, training rooms

» SBDC partnership — workshops, one-on-one coaching, capital access
support already in place

» Chamber of Commerce — established business network and
distribution infrastructure

» Zumwalt Park — public green space with active programming capacity

» City website, department pages, and cross-departmental
Communications Team already in place

k)
+) IncludUs
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Digital Reach — What the City Has Today

Bilingual “

Police Dept ~31,500

Parks & Recreation ~7,900

Fire Dept ~7,500

City (Main) ~3,500
Economic Dev. None
TBIZ ~50

~6,900

~2,500

~2,400

~1,700

None

~30

Occasional

None

None

Auto-translate

None

None

High

High

Critical

Critical

Critical

50,000+ followers — but only 217 direct e-notification subscribers citywide
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What the Data Shows

66%

of residents have
never attended
a City event

Top reason: never heard about it
— not disinterest

35%

don't know
Adventist Health
Amphitheater
exists

Despite significant public
investment in construction

13/15

feel City programs business owners
are designed for had never heard
people like them of TBIZ
In a city that is 63% Latino Across bilingual interviews in

multiple sectors
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Five Cross-Cutting System Findings

FINDING

63% Latino, median age 29, 18.9% foreign-born. Programming, outreach, and

ST C R bR TR it el ey el ey engagement formats need demographic realignment across every system.

66% of residents have never attended a City event. 73% of non-attendees cite
The barrier is awareness and access — not motivation not knowing about it. The February 24 lab was the first time many felt the City
was genuinely listening.

No attendance tracking by zip code. No TBIZ utilization data. No resident
feedback loops. No trust metrics. The City cannot measure what it cannot see.

The city does not have dedicated communications or community engagement

Engagement is driven by individual staff effort, not systems capacity. Tulare needs institutional design.

Raised consistently and without prompting across interviews, surveys, and the
lab. Residents who feel overlooked are less likely to participate — regardless of
underlying investment facts.

West side communities feel geographically excluded from City
investment

| Data and feedback infrastructure is critically underdeveloped
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FINDING 01

Community Engagement Systems

What We Found Engagement Infrastructure Scorecard

» Only 217 e-notification subscribers citywide — enrollment not Language Access & Cultural Infrastructure ‘ 1/4
prominently visible to residents

» No bilingual content standards or language access policy across any Engagement Governance & Ownership ‘ ‘

department

» Staff capacity — not intent — is the #1 barrier; cited by 6 of 8 staff Trusted Messenger & Neighborhood Systems ‘ 1/4

respondents

» Communications depend on individual staff effort, not institutional

Research Quality & Methods ‘ ‘

design
» No resident feedback loop; community input rarely reaches decisions Compensation & Access Barrier Removal ‘ 1/4
» Feb 24 lab: first time the community felt genuinely heard by the City — Feedback Loops & Accountability ‘ 1/4

significant suppressed demand
Overall Maturity: Level 1-2 | Foundational but not institutionalized
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FINDING 01 — CONTINUED

NLC Inclusive Engagement Standards + Grant Competitiveness

NLC STANDARD

Proactive Language Access

Barrier Removal for Participation

Trusted Messenger Networks

Closed-Loop Accountability (You Said /
We Did)

Ongoing Participation Tracking

Reaching 3 of 5 NLC standards positions Tulare competitively for HUD Community Development grants, California CERF, and USDA Rural Development funding — all of

TULARE TODAY

Reliance on auto-translate; no formal policy. Budget
meetings not bilingual.

ADA compliance acknowledged; no structured
childcare, transportation, or stipend mechanisms.

Ad hoc and project-specific; no formal ambassador or
promotora program.

No public reporting mechanism exists.

No consistent demographic tracking of event
attendance, survey respondents, or program
participants.

PHASE 11 ACTION

Adopt Language Access Policy; hire bilingual
communications lead

Build barrier removal into engagement events;
consider stipends for sustained participants

Launch Community Ambassador Network — recruit
through churches, nonprofits, schools

Implement 'You Said / We Did' reporting as part of
feedback mechanism

Build tracking into One Tulare enrollment; require
demographic reporting from TBIZ

which require or preference documented engag

ement equity.




Small Business & Entrepreneurship Ecosystem

What Entrepreneurs Told Us TBIZ: The Opportunity in Front of Us
» Guidance on forming a business and registering (licenses, permits) Strong foundation — High-quality facility, Chamber + SBDC
‘ partnerships, 25% immigrant-owned business target already set by City

» Access to startup funding and micro-grants Untapped reach — 13 of 15 business owners unaware of TBIZ — the

market exists and has not yet been activated

» Legal, accessible places to sell and test products
Entry point to design — Application requirements can be redesigned to

meet Latino and informal entrepreneurs where they are

» A City-backed minority business program
Data opportunity — Building intake tracking now establishes the
baseline to demonstrate and report impact to the City over time

» Simpler, bilingual pathways into TBIZ resources

Proven demand — Latino-owned businesses are fastest-growing in
California — TBIZ is positioned to be their front door

» More vendor opportunities at events and markets

fb IncludUs
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Amphitheater — What the Research Found

FINDING
Community members cited cost, awareness, and cultural relevance as the Ticket pricing, advance notice, and programming choices directly affect who
top three barriers to attending attends — all three are design decisions.

Lead time is not the issue. Targeted multicultural outreach — Spanish-language

Marketing releases ~1 week before ticket on-sale with 6 weeks after and 6 L . . . )
g radio, bilingual digital, trusted community networks — is more important than

weeks before each event

timing.
Current ticketing platform is not popular with the Latino community; paper Distribution channel matters as much as price. Paper tickets through trusted local
tickets preferred locally businesses and community organizations is a proven model.

Community demand for vendor participation is high and documented. More local

Approximately 5 local vendors per event produced by Spade . o . .
PP Y P P Y op vendors = more economic activation alongside cultural programming.

Direct quote: 'There are 2 Latino events out of 9. That says something."'

10 of 15 residents said City programming does not reflect their culture Programming alignment is the highest-leverage change available.

Every follower built through concert promotion currently accrues to the If the operator relationship changed for any reason, the City would start from zero
operator — not the City with no audience and no content history.
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FINDING 03 — CONTINUED

The Dual-Track Venue Model

The commercial season and the civic layer are not in conflict — they are partners. The paid season funds the civic layer. The civic layer builds

the community ownership that makes the venue worth visiting.

TRACK 1 — Commercial Season

Economic engine. External audiences. Revenue.

» Draws regional and national audiences — hotel stays, restaurant traffic,
retail spending, sales tax revenue

» Spade Entertainment as primary operator — established production quality
and booking relationships

» Latino talent buyer engaged as specialist for Latin programming —
complementing, not replacing, existing operator

» Annual marketing plan submission required: Spanish radio, bilingual digital,
postering plan, ticket distribution strategy

» Resident discount code program tied to ambassador network — incentivizes
grassroots distribution

Community ownership. Cultural investment. Trust.

City-produced and community-led events on a City-owned platform
alongside paid concerts

Free and low-cost programming that demonstrates the amphitheater
belongs to Tulare — not only to those who can afford a ticket

Community ticket blocks distributed through churches, schools, community
centers (Fresno model)

Resident input into programming — annual poll, no guarantees, builds
investment and community stake

City-owned social media handle: every follower accrues to the City, not the
operator
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FINDING 03 — CONTINUED

Community Partnership & Ticket Distribution Strategy

Community Ticket Distribution Model

Resident Pre-Sale Allocation

Discounted ticket block reserved for Tulare residents — purchased
before general on-sale at a resident price point

Community Organization Blocks

Ticket blocks distributed through churches, schools, and community
centers — Fresno's model, proven at scale

Ambassador Discount Codes

Local businesses that post concert materials receive a discount code to
share with customers — incentivizes grassroots distribution and tracks
reach

Paper Ticket Distribution

Physical tickets available through trusted local businesses — addresses
documented barrier that ticketing platform is not preferred by Latino
community

City Examples — What Works

Community Nights Model

Designated 'Latino Heritage Night', '‘Black Excellence Night', 'Family Night' —
community orgs receive ticket blocks distributed through churches, schools,
community centers.

Dual-Track Free + Paid

40-50 free or low-cost concerts annually with community-curated programming
and local vendors at every event. In Denver's majority-Latino Ruby Hill
neighborhood: documented improvements in small business revenue and civic
trust.

Tiered Civic Access Policy

Transparent venue access policy distinguishing commercial programming from
civic use. Nonprofits and City departments access at reduced or no cost.
Expanded community ownership without reducing commercial revenue.
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FINDING 03 — CONTINUED

Recommended Annual Programming Calendar

Grounded in Tulare's demographic profile and 2025 attendance data. Programming minimums are a community benefit expectation for future contract
negotiations — not a binding override of operator decisions.

Paid Concert Season — Recommended Minimums

CATEGORY “ RATIONALE Farmworker Celebration

April — City-produced
Regional Mexican / Banda / Cumbia / Nortefio / 3 shows 63% Latino city; Arriba Latin proved highest-attendance
Latino category Cinco de Mayo

May — Community-led
Strong existing audience base; sustained demand in

Rock / Classic Rock / Alternative 1-2 shows 5025 data R —
June — Community-led
Qe AR 1-2 shows Clint Black, Lonestar established — retains
y programming that works Portuguese/Brazilian Heritage
s hill G ttend n " Summer — Community-led
. ugarhill Gang attendance; serves community wanting
R&B / Hip Hop / Soul / Gospel 1 show . -
/ Hip Hop / / Gosp City as facilitator El Grito de Independencia
i . . . Sept 15-16 — w/ Mexican Consulate
. Builds next generation of attendees; family-accessible
Youth / Family 1 show .
programming Holiday Winter Market
. - December — City-produced
. . . End-of- II; build t t t,
Resident-Nominated / Community-Voted 1 show na-otryear poll; bullds community investment, no

guarantees Posada en Tulare
December — Community-led
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28 Recommendations — Organized by Theme

Community Engagement Systems

Recs 1-10

» Expand Communications Team with dedicated
bilingual staff capacity

» Adopt a formal Language Access Policy

» Redesign City digital ecosystem with bilingual
standards

» Launch 'One Tulare' Digital Enrollment Campaign
» Install bilingual resident feedback mechanism

» Build Community Ambassador (Promotora)
Network

» Elevate communications plan to citywide
governance document

» Equip staff with shared tools and Canva templates

» Adopt NLC Inclusive Engagement Standards as
measurable baseline

Recs 11-18

Expand TBIZ Accelerator — remove barriers to
entry

Launch TBIZ Network (free membership, flexible
tiers)

Remove vetting barriers across all access levels

Require annual outreach plan + monthly City
reporting

Anchor Minority Business Program at Economic
Development

Advance Tulare Marketplace as Phase Il priority

Launch West Side Food Truck & Vendor Pilot

Leverage Business License Application as
enrollment touchpoint

Amphitheater & Civic Programming

Recs 19-28

» Establish demographic-informed programming
framework

» Introduce resident input into programming
decisions

» Establish resident pricing & community ticket
distribution

» Require annual multicultural marketing plan
submission

» Expand local vendor participation at events

» Launch City-owned venue website & social media
handle

» Launch City-hosted civic events calendar

» Introduce competitive benchmarking for
production services

» Engage a Latino talent buyer for Latin
programming
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Recommended Phase Il Sequence

Each action enables those that follow — ordered by prerequisite logic

Adopt Engagement Strategy + Language Access Policy + Staff Capacity

Launch 'One Tulare' Digital Enrollment + Business License Opt-In Touchpoint

Establish City-Owned Venue Website + Social Media Handle

Expand TBIZ Accelerator + Launch TBIZ Network + Outreach Plan

Launch City-Hosted Civic Events Calendar at Zumwalt

Deploy Citywide Community Survey + Ambassador Network

Advance Tulare Marketplace + Launch West Side Food Truck & Vendor Pilot

The governance foundation everything else depends on

Builds the direct City-to-resident channel — from 217
subscribers

Secures the audience asset — currently accrues to the
operator, not the City

Removes barriers; TBIZ becomes a resource for all
Tulare entrepreneurs

Farmworker Celebration, Cinco de Mayo, Juneteenth,
El Grito, Posadas — in progress

Establishes baseline trust and access data for grant
competitiveness

Connects TBIZ, Zumwalt Park, and downtown —
responds to direct community demand
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We Are Here for Your Direction

The report presents 28 recommendations across three areas. We would like to understand which you want to see implemented — and

in what sequence.

On Community Engagement

Which of the 10 engagement
recommendations should be prioritized?
Dedicated communications capacity and a
Language Access Policy require Council-level
direction to move forward.

On Small Business & TBIZ

Does Council want to pursue the Minority
Business Program, Tulare Marketplace,
and/or West Side Vendor Pilot as Phase |l
investments?

On the Amphitheater

Does Council want to establish
programming standards and a marketing
plan requirement for the 2027 season?
Should the City immediately create a
City-owned venue social media presence?
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The assets are here. The community is here.
The interest and goodwill are documented.
Phase Il is about closing the design gaps — deliberately and measurably —

so that every City investment works harder for every Tulare resident.
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