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OVERVIEW 
After completing Phase 1 of the planning process – Content Development – the City of Salinas Community Development Department, in 
collaboration with Building Healthy Communities (BHC), invited relevant City staff, resident leaders participating in the Alisal Vibrancy Plan 
development process, and elected officials to reflect and evaluate the process to date.  The purpose of the mid-point evaluation was to 
identify and prioritize areas of improvement for Phase 2 of the planning process – Community Review, as part of a larger intention to 
consistently develop shared capacity to center resident voice and power in the decisions that impact them (as the key to achieving racial 
equity).  Overall, the multi-stakeholder group identified significant progress from a culture of marginalization to one of community 
consultation and even genuine involvement in public planning.  The group also identified clear areas of improvement needed to ensure that 
east Salinas residents have a voice in the decisions that impact them. 

PHASES OF THE COMMUNITY-DRIVEN PLANNING PROCESS 
PHASE 0 Preparation PHASE 1 Content 

Development 
PHASE 2 Community 
Review 

PHASE 3 Approval Process PHASE 4 Implementation 

• Community-based 
organizations and 
residents 
participated in the 
selection process 
for the planning 
consultant; Raimi 
and Associates 
contracted. 

• The Community 
Development 
Department 
collaborated with 
BHC to establish an 
Technical Advisory 
Committee (TAC). 

• Technical Advisory 
Committee 
recruited a resident 
steering committee 
to inform and help 
guide the planning 
process.   

• Resident Steering 
Committee established 
working groups. 

• Working groups met 
regularly for 6 months to 
develop content for their 
respective planning 
matrices. 

• BHC worked to ensure 
resident leaders were 
prepared to participate and 
that planning process was 
accessible and inclusive of 
resident leaders. 

• First draft of working group 
matrices completed and 
sent to consultants to 
develop draft plan. 

• Through community 
roadshow, pop-ups, 
open house, Steering 
Committee Meetings, 
and working group 
meetings draft plan is 
shared with the larger 
East Salinas community 
for input from residents. 

• Draft plan revised to 
reflect the vision, values, 
and priorities of East 
Salinas residents. 

• BHC ensure resident 
leaders understand the 
political process critical 
to Phase 3. 

• Alisal Vibrancy Plan 
finalized and budgetary 
needs assessed. 

• Alisal Vibrancy Plan 
presented at Planning 
Commission. 

• City Council votes to 
accept the plan. 

• City Council 
incorporates priority 
projects in the 
budgeting process. 

• Resident leaders and 
collaborating 
community groups 
work with the city’s 
Community 
Development 
Department to 
implement the 
neighborhood 
revitalization solutions 
outlined within the 
approved plan. 
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VISION, PURPOSE, & PRINCIPLES OF THE ALISAL VIBRANCY PLAN* 
...the first formal revitalization effort for the district since the city’s inception, and since the Alisal was annexed into the city in the 1960s. 

 
- Monterey County Weekly (July 21, 2016) 

A Plan by the Community 
The Plan will be an action-oriented and comprehensive strategy for East Salinas, led by the community in close collaboration with the City. This plan is a first of its 
kind undertaking between the City of Salinas and the residents of East Salinas, who, with assistance from the Building Healthy Communities Land Use, advocated 
for a plan of their own when the City was drafting its Downtown Vibrancy Plan and Economic Development Element in 2013. Through relationship building and 
partnerships with residents, other community groups, city staff, and elected officials, City Council allocated the initial funding for a plan for the Alisal. 
  
Through the plan, the Alisal community will generate their vision for a thriving, safe and sustainable future, and strategies for getting there. Community 
participation and empowerment is critical to ensure the plan is responsive to the Alisal’s current and future needs. The City is committed to a public engagement 
process that builds the capacity of residents, businesses, and organizations to fully participate in the development of the plan. 

 

Transparency • Clearly communicate publicly and explicitly to all stakeholders all components of the process and exactly how decisions are made 

• Open door policy during all learning and decision-making processes 

Inclusion • Language and timing accessibility for residents; the majority of Alisal residents speak Spanish and work during business hours.  
Spanish language translation, evening and weekend meetings, and child care are needed provisions for accessibility 

• Resident leadership within working groups and committees 

• Multiple opportunities for broader community to participate in the planning process 

Relevance • Planning process is designed to uncover and address actual challenges faced by residents and local business owners 

• Planning process and the solutions in the plan are culturally relevant to residents 

Racial Equity 
(Fairness) 

• Public funds are committed to the planning and implementation process and account for previous inequitable resourcing practices 
that worked against East Salinas families 

• Partner with community organizing groups that work directly with East Salinas youth and families to identify ways to account for limited 
political and economic influence of East Salinas residents and ensure their needs and interests have direct influence on the design 
and implementation of the plan 

Collaboration • Authentic partnerships between City and community-based organizations that are actively engaged in community development issues 
in East Salinas to carry out an equitable planning process and implement community-driven solutions to challenges faced by East 
Salinas residents 

                                                        
* Content from the Alisal Vibrancy Plan website: https://www.alisalvibrancyplan.org/principles-values 
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SPECTRUM OF COMMUNITY ENGAGEMENT TO OWNERSHIP 

Stance towards 
community  

0 

IGNORE 

1 

INFORM 

2 

CONSULT 

3 

INVOLVE 

4 

COLLABORATE 

5 

DEFER TO 

Impact Marginalization Placation Tokenization Voice Delegated Power Community Ownership 

Community 
Engagement 

Goals 

Deny access to 
decision-making 
processes 

Provide the 
community with 
relevant 
information 

Gather input 
from the 
community 

Ensure community 
needs and assets 
are integrated into 
process & inform 
planning 

Ensure community 
capacity to play a 
leadership role in 
implementation of 
decisions 

Foster democratic participation and 
equity by placing full decision-
making in the hands of the 
community; Bridge divide between 
community & governance 

Message to 
community 

“Your voice, needs 
& interests do not 

matter”  

“We will keep 
you 

informed”  

“We care 
what you 

think” 

“You are making 
us think, (and 
therefore act) 

differently 
about the issue” 

“Your leadership and 
expertise are critical to 

how we address the 
issue” 

“It’s time to unlock collective 
power and capacity for 

transformative solutions” 

Activities Closed door meetings 
Misinformation 
Systematic 
disenfranchisement 
Voter suppression 

Fact sheets 
Open Houses 
Presentations 
Billboards 
Videos 

Public comment  
Focus Groups  
Community 
Forums 
Surveys 

Community 
organizing & 
advocacy 
House Meetings 
Interactive 
Workshops  
Polling 
Community forums 

MOU’s with Community- 
Based Organizations 
Community Organizing 
Citizen Advisory 
Committees 
Open Planning Forums 
with Citizen Polling 

Community-Driven Planning  
Consensus building 
Participatory Action Research 
Participatory Budgeting 
Cooperatives 

Resource 
allocation ratios 

100% systems 
admin 

70-90% to 
systems admin 
10-30% to 
promotions and 
publicity 

60-80% to 
systems admin 
20-40% to 
consultation 
activities 

50-60% to 
systems admin 
40-50% to 
community 
involvement 

20-50% to systems 
admin 
50-70% to community 
partners 

80-100% to community partners 
and community-driven processes 
that ideally generate new value and 
resources that can be invested in 
solutions 
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STRENGTHENING DEMOCRATIC PRACTICE THROUGH COMMUNITY LEADERSHIP 
The evaluation meeting that took place on December 3, 2018 at the Firehouse Recreation Center included approximately 12 resident leaders, 6 City staff, 10 
staff from community-based organizations, and 2 elected officials representing East Salinas districts on the City Council.  This multi-stakeholder group first 
shared their thoughts on the purpose of the evaluation. 

PURPOSE OF THE EVALUATION 

 
 

IMPROVE THE PROCESS 
• Learn to improve process moving 
forward, implementation is 
harder, how to engage more 
residents part of process 

• See where we are, ability to 
make suggestions 

• Help improve process, 
implement better 

• Maintain what works, fix what 
isn't working 

• Reflection is important 
• Communication is important 

ENSURE COMMUNITY 
INPUT 
• Community coming together to 
give input 

• Important to get everyone’s 
input, that’s how we can improve 

• To support the majority 
• Make sure it reflects community 
voice 

• Realize if we’re missing anyone 
in process 

ACHIEVE SOLUTIONS 
• I want to see a change in the 
community 

• The plan be implemented with 
positive changes as soon as 
possible- that reflects the voice of 
the community 

• Checks and balances of goals 
• Want to know what the plan is to 
make a difference 

• To help out business community 
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OVERALL ASSESSMENT 
The group then assessed progress made overall since the Alisal Vibrancy Plan process began.  Pairs were given two post-its and asked to use the spectrum of community 
engagement to determine where along the spectrum the City of Salinas was in terms of engagement of East Salinas residents in public planning before the Alisal Vibrancy 
Plan and then a second score to assess where resident engagement is now, as a result of the AVP planning process.  Below is a snapshot of scores and comments: 

 
 0 IGNORE 1 INFORM 2 CONSULT 3 INVOLVE 4 COLLABORATE 5 DEFER TO 

 Marginalization Placation Tokenization Voice Delegated Power Community Ownership 

Before 
AVP 

Planning 
Process 

 
Overall 

score of 
1.3 

0 People didn’t even know 
there were meetings 
0 – 1 Prior to the AVP there 
was little to no involvement of 
East Salinas from Salinas. 
There was a lack of East 
Salinas events and specific 
funding to improve 
infrastructure. 
0 – 1 Before AVP the Alisal 
community was marginalized 
with little engagement. 

1 Unsafe/ ignored 
without 
participation. 
Ashamed of my 
neighborhood and 
East Salinas 
1 Practice with most 
planning efforts 
across the city 
1 Without comment 
1 Without comment 

2 Before AVP process 
I was not informed 
may be because I was 
not looking for 
information 
2-3 Housing 
initiatives, Monte 
Bella outreach, EDE, 
Tony Barrera lunches. 
2 Without comment 
2 Without comment 

   

As a 
Result of 
the AVP 

Planning 
Process 

so far 
 

Overall 
score of 3 

  2 We want to see 
results, not promises 
2-3 Without 
comment 

3 Like the direction its 
going 
3-4 Now, we’d say we 
are on the border of 
involved and 
collaboration 
3-4 Community voice 
was there but not enough 
community capacity 
3-4 Events are being 
held trying to incorporate 
the voice. Outreach could 
be better to involve more 
people 
3 Without comment 

4 Resident leaders 
identified and 
empowered to lead 
and residents/youth 
owning that 
responsibility 
4 Now that I’m 
involved with AVP I 
have the information 
to voice my opinion 
and see where 
change can be 
made 
4 Without comment 
4 Without comment 
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PROGRESS MADE 
Reflecting on the results reflected in the table above (pg. 6), the group articulated what progress looks like as a result of the AVP 

• Resident steering committee 

• Evaluation Meeting 

• Opens topics of conversation- active meetings, repeated interactions to sort through topics. 

• Matrix development in working groups 

• Community members/ residents know that they can be involved-voice matters 

• Ability to have difficult conversations- build trust 

• Other projects are also now moving with more community engagement/voice 

FOCUSED FEEDBACK AND REFLECTIONS ON 1ST PHASE 
Using the rubric to assess collaborative planning processes (found in the appendix of this document), the group circled the statements that felt most true based 
on their experience in the AVP planning process.  They then came back to the larger group to articulate the following: 

PRACTICES CONTRIBUTING TO RESIDENT VOICE & POWER TENDENCIES INHIBITING RESIDENT VOICE & POWER 
• During early meetings - Resident leaders presenting 

• Selection of consultant – Residents voted for consultants 

• Community organizations as partners bringing residents into the process 

• Meetings being held in Spanish (Gave residents space to participate) 

• Continue great trainings with City Staff (Build City Staff capacity) 

• Seeing city staff at meetings/ participating (building relationships with 
residents) 

• Community has engaged with city for the 1st time on East Salinas (more 
to come, but progress has been made) 

• People that were never engaged before, have been involved 

• The process improved over time as a result of community organizing and 
the door left open by the participating city staff to allow for 
improvements called for by resident leaders and community-based 
organizations. 

• Not enough outreach, residents don’t know it is happening, email not a good way 
to engage residents; need to be creative and supportive around resident 
participation given the extreme barriers to participation (working multiple jobs, 
limited means, lack of child care, disillusionment with systems, etc.) 

• Need to be clear on who is speaking as a resident during the planning process 

• Not enough information on resources are available to make this plan a reality; 
without knowing if there is genuine commitment from the City to resource the 
solutions in the plan, it is difficult to maintain resident participation 

• The quality of the process varied depending on the working group, who was 
facilitating, and who was participating. 

• No clear way for residents to provide input into the process while it was happening; 
this resulted in some residents leaving the process, and others feeling unsure if 
they could raise their voices. 

• Not enough training and information-sharing for residents to effectively participate 
(timeline, basics of the planning process, budget, and exiting constraints). 
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ASSESSMENT OF PHASE 1 VIA RUBRIC 
In pairs, participants in the evaluation process used the rubric to assess phase 1 of the planning process.  Each X in the boxes below represents an 
assessment by a pair of participants.  Overall, this assessment indicates that there is progress being made to move beyond community consultation 
into genuine involvement in the planning decisions that impact them, but that lack of information and tools for residents to genuinely assess the 
impact of plans and policies inhibit true involvement.  The decision-making protocols in many of the working groups improved through community 
organizing and the openness of city staff to make adjustments based on feedback.  Lack of clarity as to how these plans will be resourced is a major 
concern to a majority of evaluation participants, particularly given that residents of East Salinas are wary of participating in processes that don’t yield 
results, after generations of marginalization, placation, and tokenization.  By continuing to foster collaboration between the Community Development 
Department and community partners, and by developing a transparent and effective resourcing strategy, sufficient community involvement could be 
achieved to pass and implement the Alisal Vibrancy Plan. 

Stance Towards Community 
0 

Ignore 
1 

Inform 
2 

Consult 
3 

Involve 
4 

Collaborate 
5 

Defer To 
Impact Marginalization Placation Tokenization Voice Delegated Power Community Ownership 

INDICATORS 
      

Community Organizing   
XXX XXXXX X X 

Community Capacity & 
Resourcing 

X 
 

XX XXXXXX XX 
 

City Capacity & Training  X XXX XXXXX X 
 

Equitable Decision-Making 
Processes  

XX XXXX XXX XX 
 

Equity Impact Assessments 
Throughout  XX XXXXXX XX 

 

X 

Transparency  
XXX XXXXXXX X 

  

City Resourcing XXX XXXXXX XX 
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AREAS OF IMPROVEMENT 
Finally, the group named improvements needed and prioritized those most essential for Phase 2 of the planning process – Community Review.  An ad hoc 
committee of volunteers from the evaluation meeting that includes a mix of community leaders and city staff will meet at the start of Phase 2 to map out action 
items necessary to implement the top 3-4 areas of improvement: 

 

 

18 votes: See residents as equal partners, giving tools to learn and make informed decisions (capacity building); the city must have a deeper connection and trust with the community to 
be able to be responsive to community needs and culture. 

7 votes: Feedback to community loop-is this what we heard? (plus the following improvements related to community involvement in the next phase:) 
 --> 5 votes: Creative ways to involve community (i.e. faith-based community churches) 
 --> 4 votes: More info and involvement in neighborhoods, need to see clear changes to develop more trust and have more involvement (motivate community) 

11 votes: Resident leaders understand political process & know how to navigate it; how solutions will be resourced; what the impact of the solutions will be on the community 

7 votes: Clear understanding of the phases of the work 

6 votes: Residents involved in the process to obtain funds to implement; transparency of funds (plus the following improvement related to resourcing:) 
 --> 1 vote: Know more information on resources to get more motivated 

3 votes: Continue staff trainings on racial equity and structural racism 
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APPENDIX 
RUBRIC: ASSESSING COLLABORATIVE PLANNING PROCESSES 

 

Stance Towards 
Community 

0 
Ignore 

1 
Inform 

2 
Consult 

3 
Involve 

4 
Collaborate 

5 
Defer To 

Impact Marginalization Placation Tokenization Voice Delegated Power Community Ownership 
INDICATORS 

      

Community 
Organizing 

There is no notable 
capacity within the 
community to 
develop resident 
leadership around 
key issues 
impacting the 
community 

Existing efforts to build 
leadership in the 
community do not 
include political 
education, are focused 
mainly on providing 
training and information 
to community members 

Existing efforts to build 
leadership in the 
community are 
beginning to activate 
community voices and 
perspectives on key 
issues, but are not 
building significant 
community power to 
influence decision-
making 

Community organizing 
efforts are primarily 
focused on advocacy, 
mobilizing community 
members to weigh in on 
existing issues and 
proposed solutions, and to 
advance the goals of 
specific campaigns 

Community organizing 
groups have an 
established base of 
residents in impacted 
communities with a 
shared vision and set of 
priorities that they are 
working together (and 
across multiple sectors) to 
advance 

Community organizing 
efforts are focused primarily 
on transforming existing 
institutions and/or building 
new institutions to design, 
implement, and manage 
community-driven solutions; 
Impacted communities are 
not only well-represented at 
decision-making tables, they 
set the table. 

Community 
Capacity & 
Resourcing 

There is not 
adequate 
investment in 
community 
capacity to be able 
to participate 
effectively in 
developing and 
advancing 
solutions to the 
issues that impact 
them 

Individual projects are 
resourced periodically 
that create pockets of 
community capacity, but 
it is too dispersed to 
translate into impact; 
Community has little to 
no voice within 
philanthropy or public 
budgeting processes 

Increasingly, community 
groups are being 
consulted in resourcing 
questions by 
philanthropy and/or 
local government; 
Current resourcing of 
community capacity only 
translates into periodic 
engagement 

Community groups have 
enough capacity to 
regularly (or semi-
regularly) mobilize 
community members with 
enough information and 
political education to 
weigh in on key issues 
impacting the community; 
Philanthropy and/or local 
government is beginning 
to consider community 
perspectives on resourcing 
questions 

A collaborative effort 
between multiple sectors 
(i.e. local government, 
philanthropy, and 
community-based 
institutions) ensures 
sufficient capacity of 
impacted communities to 
serve as genuine partners 
in the design, 
implementation, and 
management of solutions  

There is adequate 
infrastructure in place to 
support impacted 
communities to design, 
implement, and manage the 
essential elements of life 
(food, land, housing, water, 
energy, education, media, 
decision-making processes, 
etc.) 

City 
Capacity & 

Training 

City staff have not 
yet identified equity 
as a priority for 
internal capacity-
building 

City staff have named 
equity as a priority, and 
are seeking clarity and 
support around how to 
approach it 

City staff are engaged in 
equity trainings to 
understand the role of 
local government in 
interrupting structural 
racism and other forms 
of institutional power 

City staff have 
experienced multiple 
trainings in understanding 
structural racism, and 
have dedicated some 
capacity to working with 
community groups to 

After more than a year of 
training and capacity-
building, the city is 
applying lessons to make 
significant progress toward 
equity goals and/or 
closing key equity gaps in 

As part of a larger strategy to 
close racial equity gaps in 
the region, the City helps to 
resource and facilitate 
leadership pathways for 
resident leaders impacted by 
regional inequities to hold 
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that perpetuate equity 
gaps; seeking to 
develop solutions 

inform equity goals authentic collaboration 
with community organizing 
groups 

decision-making positions 
key to closing equity gaps for 
the long term 

Equitable 
Decision-
Making 

Processes 

Decisions happen 
behind closed 
doors and there is 
no effort to 
adequately inform 
the community 

Decisions happen 
behind closed doors 
and the community is 
informed after the fact 

Decisions are effectively 
already made, but City 
staff check for 
agreement with 
community members. 
And/or City staff have 
selected some options 
for community members 
to choose from 

City staff genuinely seek 
input of communities most 
impacted by the potential 
decision, ensuring 
participants have 
information needed for 
informed input, and 
allowing ample time for 
discussion + assessment 
of impacts before 
decisions are made 

City staff + community 
organizing groups based in 
impacted communities 
work together to design 
decision-making 
processes that engage 
large scale participation in 
assessment, development 
and implementation of 
decisions 

Decision-making processes 
are fully designed and 
managed by community 
members most impacted by 
the decisions being made. 
Processes are guided by 
community values and 
ensure all perspectives are 
engaged for transformative 
solutions to community 
problems 

Equity 
Impact 

Assessments 
Throughout 

There is no 
assessment of the 
potential equity 
impacts of the 
decisions and 
plans being made 

The language of equity 
is used and some data 
on equity impacts might 
be available, but it is not 
considered thoroughly 
by all parties involved in 
the planning process 

Residents are consulted 
about the equity 
impacts of possible 
decisions and plans, but 
it not clear how equity 
impact assessments are 
being considered or 
impacting decision-
making 

Equity impact 
assessments are carried 
out with community 
participation to ensure 
that decisions made do 
not have a negative 
impact on residents 
already bearing the brunt 
of current inequities  

Stakeholders work 
together to design and 
implement equity impact 
assessments to ensure 
that plans and decisions 
being made work to close 
equity gaps 

Resident leaders and 
community-based 
organizations are resourced 
to support equitable 
implementation of plans and 
on-going community 
leadership and solutions to 
close equity gaps 

Transparency 

The larger 
community is kept 
in the dark about 
the planning 
process until 
decisions are 
already essentially 
made.  

Information about the 
planning process is 
made available, but 
community members 
need to seek it out on 
their own, or be 
available for briefings 

Enough information and 
outreach about the 
process is provided for 
some community 
members to be 
consulted on plans 

There is an active effort on 
behalf of the governing 
body to publicize planning 
activities with ample time 
and space for a significant 
cross-section of the 
community to affect 
decision-making  

The planning process is 
designed collaboratively 
and there is a multi-
stakeholder effort to make 
the details of the planning 
process known to all who 
will be impacted  

The process is fully 
transparent because it is 
designed and facilitated by 
organized groups of 
residents most impacted by 
the kinds of decisions being 
made in the planning and 
implementation phases. 

City 
Resourcing 

Budgeting process 
is conducted 
internally to 
governing body 
with little to no 
effort to align 
resources with 
community 
priorities 

Information is made 
available about the 
governing body's 
budget, but not with 
enough time, space, or 
details for providing 
input into budgetary 
priorities 

A mechanism in place to 
gathers community 
input into budgetary 
priorities, but it is not 
clear if input gathered 
actually impacts 
budgetary decisions 

The governing body aligns 
the planning process with 
the setting of budgetary 
priorities to ensure 
adequate funding for the 
priorities set by 
participating community 
members  

A multi-stakeholder effort 
implements participatory 
budgeting processes that 
allow for full alignment 
between community 
priorities and available 
resources 

Participatory budgeting 
processes allow alignment 
between community 
priorities and resources; 
Community generates new 
resources for equity 
solutions 

 


