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For more than five years, parent satisfaction and staff climate surveys have
shown a growing concern about the variety of different school-to-home

communication platforms in use in our schools. Through these

surveys, a common strand reoccurred that parents and “ .

employees were frustrated by inconsistency across district This was a

schools and within teaching teams with the number of public opinion and
different platforms used to communicate information (such

as Remind, Band, S'More, etc.) leading to confusion, missed Chaﬂge managemenf

opportunities and abandonment of communication vehicles initiative requiring
by parents.

strategic planning,
Following several years of this complaint rising to the top

theory and tactics

three concerns expressed by parents across the district’s
56 schools, Clovis Unified leaders took steps to implement applied fhrough the

a unified communication platform as the single source

solution for teachers, coaches/advisors and administrators RPIE process. ”
to deliver school-to-home communication.

level would be expected to use a specific, district-supplied communication

platform since the advent of email, and in a district of nearly 7,000 Chief Communications
Officer Kelly Avants, APR:

Strategic planning &

This was the first time ever that staff at the school site and teacher/coach

employees and 56 schools. The Communications team was tasked with
leading an internal change management initiative that called for expert
- . . , : , . leadership coordination.
application of marketing and public relations strategies to achieve adoption

and implementation of this new platform; end the routine use of many other Digital Media Specialist

platforms; and create staff acceptance and support for the change. Kendra Burt: Content
management, training

In its first year, the campaign resulted in 66.6% of employees actively using coordination.

the platform, which exceeded our objective of 60% of staff using the Manager of App Development
platform by the end of year one. A separate strand of this initiative & Support Tara Lindlahr:
following the internal change management phase of this Gold Medallion Data integration and

Entry was end-user implementation among our parent groups. The second troubleshooting.

phase is in progress, but in its first half-year has already resulted in higher Coordinator of Educational
than average adoption by our parent community as well as a year-over-year Technology & Development
increase in parent satisfaction affirming improved communication as Sherri Johnston: Led

reported in annual parent satisfaction survey comments. Teachers on Specialist
Assignment (TOSAs) to

support roll out.




Research

The genesis of the Come Together communication initiative was a common concern among parents
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and staff that the current lack of consistency was confusing, prone to errors, and frustrating. While this

meant that there was a greater common belief that a need existed (as evidenced by more than five

years of Parent Satisfaction and Employee Climate survey data), there was little consensus about a

preferred solution, little interest of teachers and schools to give up their current choice of

communication platform, and even less interest in having to learn an entirely new system (as identified

through existing parent-teacher-school-leader feedback channels).

Once an extensive selection process was completed
and the decision was made by district leadership to
invest in a single-source platform for school-to-home
communication while also requiring all staff to
abandon any individually selected platforms (like
Remind, Band, Sign Up Genius, Q messaging, etc.),
work began to develop the internal change initiative.
A research plan guided work during this phase in
which Communications team members used historical
and scientific research, conducted a SWOT analysis,
used primary and secondary research sources as well
as qualitative (e.g. interviews and focus groups) and
quantitative sources (climate and parent survey data)

to develop goals and objectives for the initiative.

During this time the team conducted 12 employee
focus groups with school site leaders, teachers, and
activities and athletics directors. Feedback was also
collected that identified areas of potential

opposition to change and barriers that the team
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Communications team members used
historical and scientific research,
conducted a SWOT analysis, used primary
and secondary research sources as well
as qualitative (e.g. interviews and focus
groups) and quantitative sources (climate

and parent survey data) to develop goals

and objectives for the initiative. ”

might encounter in rolling out the new platform.
Additional qualitative research was conducted with
clients of the new communication platform to best

understand its functionality, ease of use, and strengths.

The Communication team partnered with summer

school staff, the Superintendent and executive leadership
to identify trusted employee communicators and test key
messages. Annual parent survey data from parents and
staff helped determine unmet needs created by the
dispersed communication model used historically at the
teacher/coach level - an element identified during our
research phase as a key motivator for staff o adopt the
change. External secondary research was conducted into
change management communication, and cross-analyzed
with internal primary research to determine that a two-
way symmetrical model would be the most effective to
ensure employees felt a part of the solution, reduce

resistance, and foster acceptance of the change.
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Planning included members of the business and school leadership divisions of the district to ensure they
became partners in the roll out. Through leadership meetings, the Communications team was able to gather
information about the educational climate across our schools, identify areas where a particular school leader
may need a differentiated approach based on personal leadership styles, and otherwise increase our
understanding of the environment into which this change initiative was being introduced in the district. A
smaller implementation committee was developed to process research and continual feedback during

implementation. This group continues to meet to address on-going needs of the Come Together initiative.

Timeline

April-Aug. 2024 Oct. 312024 Dec. 31, 2024
Pilot with summer All school sites have >50% of staff using platform.
school staff. been trained. No more purchases of alternative platforms.
—Ll | | —
Fall 2024 Nov. 1, 2024 Spring 2025
Initial trainings (train-the-trainer, TOSAs) Contactability at Focus roll-out with secondary
Create toolkit for staff resources. >98%. school athletics staff.

Budget
$0 : : $89900

Communication Resources i\ EIEES Staff Time Total udget
1 Administrator + 3 Specialists

videos, e-newsletters, training videos, printed one-sheets $800 ' - -
presentations, leader toolkits swag $100 200 hrs admin, 800 hrs digital specialist,
food rewards $300 10% of TOSA, 500 hrs Tech

Target Audience Godl

The primary target audience was district employees, with Our goal was simple but not easy:
communication strategies and tactics differentiated for change the behavior of the
subgroups of Principals/Admin; elementary and secondary majority of our close to 7,000

teachers; office managers/registrars, and co-curricular employees so as to adopt use of

the ParentSquare platform.

coaches/advisors.

Measurable Objectives:

¢ By Oct. 31, 2024, all school sites will have received training.

* By Nov. 1, 2024, contactability rates will exceed 98%.

» By Dec. 31, 2024, at least 50% of staff will be using the new platform.

¢ By Dec. 31, 2024, sites will not ask to purchase other independent communication platforms.

¢ By June 2025, more than 60% of employees will express satistfaction with the roll out.
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Key Messages Emphasized

e Simplicity of new system. e Desire to work together and listen to the

e Convenience to employees. needs of employees and parents.

e Support available and offered. e |Improved features, including two-way

e Change as a response to a need translation capabilities to support better
articulated by employees themselves, communication with second language
along with parents. families.

Strategies Identified

* Using DRIP (Differentiate, Reinforce, Inform,
Persuade) Model for clarity, because the
change required learning a complex new

platform. This meant starting with a top-level

overview of the platform in initial trainings and

delaying training on more advanced features until Use a train-the-trainer model of delivery to
a user group felt comfortable with the basics. increase the speed and penetration of messaging

© An example of how this strategy was deployed  and increase adoption rates.

was the creation of “Beginner,” * Provide multiple feedback opportunities to staff
“Intermediate,” and “Advanced” webinars and and use face-to-face delivery of communication as
trainings that staff became eligible to often as possible.

participate in based on demonstrated * Maintain consistent messaging across all 56
engagement with the platform. Not only did school sites to ensure employee groups had

this lessen initial fears for technology-averse confidence that the roll out plan was

groups, it also gave users a sense of comprehensive and well-executed.

accomplishment as they could move through Equip site and department leaders with

the stages of learning. information, training and support needed to feel
* Engage key influencers within each target confident in holding teachers accountable to make
audience subgroup to gain acceptance of the change.
change. Key influencers would also model the * Lead with the “why”- that parents and staff had
change, address misinformation and fear of routinely reported dissatisfaction with the current
change, and advocate for adoption. model requiring multiple platforms/apps to access
* Create a “Super User” group of early adopters =~ communication from teachers and coaches and
and encourage their participation as role models asked for a change, and that the district was
and an important feedback chain over the course stepping up to better support our teachers and

of the roll out. coaches with resources and training



Implementation

An implementation team of communication,
educational technology, data and school leadership
was convened. This group met weekly, then monthly

to evaluate progress, solve problems and respond to

feedback.

Adoption started with an initial pilot of the platform
during summer school in June and July of 2024. Thirty
nine staff members, including teachers, school
administrators and district staff, utilized the platform
for summer school communications to test out the
platform and roll-out techniques on a smaller scale

before fully launching with the entire district.

In August 2024, the Chief Comms Officer and Chief
Tech Officer led the initial intfroduction and timeline
delivery. The initial announcements were delivered in
a phased approach first to district leaders, then to
school site and department administrators.
Technology Teachers on Special Assignment (TOSAs)
were a key influencer group used heavily for training,
advocacy and problem-solving at the site level

through in-person work.

Key influencers were chosen to lead each level of
training with an emphasis on selecting the most

influential member of those key groups to establish

Tactics
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the reason for change and the urgency of adoption
(e.g. the head of our schools division, supported by the
superintendent, delivered the first message to site

leaders).

A training toolkit was created and train-the-trainer
meetings held before school began and during the first
two months of the year, then transitioned to periodic
meetings with the Technology TOSAs to keep a
feedback loop open from teachers to the
implementation team. Communication team members

delivered
¢ More than 60 on-site

trainings in Fall 2024, with
even more in winter and
spring.

e 7 in-person trainings held

in-person
training and
support and
collected
feedback on

barriers over summer for a variety of

encountered to skill levels, totaling 61 staff

roll out by members.

attending dozens

of existing meetings of the district (e.g. area principal
meetings, athletic director meetings, district deputy
principal meetings, site staff meetings, district
leadership meetings, Admin/HR team meetings, and

more).

o Attend existing meetings around the district to reach key communicators and platform users.

e Conduct in-person and virtual training sessions during initial roll-out and continuing through

the school year for additional support.

e Provide webpage with on-demand support for users to access 24/7.

e Weekly, then periodic newsletters with updates specifically on the platform.

e Provide branded “swag” to early adopters, coined “Super Users,” to make them identifiable.

e Usage reports shared with school leadership to help monitor progress and tap into the natural

competitiveness of our school areas to encourage increasing usage of the platform.



Implementation
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Weekly updates were used throughout the first

semester and then scaled back based on feedback
received. These updates were part of the DRIP
approach of introducing the most basic concepts of
the new platform and then building on that knowledge
over time, and were combined with dozens of virtual
and in-person training sessions. The weekly updates

were also used to answer frequently asked questions.

Wherever possible, the
Digital Media
Specialist, with

Two versions of each
newsletter were sent: one for

all users and one specifically
support from the

Chief

Communications

for administration, to ensure

each audience was targeted

properly.
Officer, was physically

present with office managers and registrars, and at
teacher meetings to express empathy for the change,
deliver personalized support, and demonstrate
confidence in the change. Over the course of the year,
more than 60 different in-person trainings were held by
staff.

On-demand content was also created as well as office
hours by the Communication team and a special
webpage created for 24-7 support as the
implementation team fielded questions and identified
areas where new communication protocols were

needed given the new platform’s capacities.

Evaluation

Evidence of the volume of questions generated through
our intensive implementation effort was found when, at
the end of the 2024-25 year, we learned that our

district had created 295 troubleshooting tickets - three

times more than any other client for the same period.

Some support content provided by the company,
ParentSquare, was used and/or customized while other
collateral was created originally to address unique
needs of our district. Because all staff can
communicate in English, there was not a differentiated
approach needed for second language audiences
(though that is addressed in our Phase Il parent plan).
Instead, our communications were differentiated based
on the type of employee groups we were currently
working with and new approaches were developed and
messaging adjusted for unique groups such as career
technical education teachers (whose students might
come from multiple different campuses) or walk-on
coaches who did not have the same access to student

information systems as full time teachers.

Monthly reports by school site were created and
discussed with Assistant Superintendents and their
principals to ensure depth of implementation across
school sites. Updates on the roll-out were delivered at
Executive Cabinet (top seven leaders in district) and
Cabinet meetings, and communication plans adjusted

based on the feedback cycle of these meetings.

Evaluation of this initiative included qualitative and quantitative data. Adjustments to future communication

have been made based on the data collected, and initial results showed no need for changes to the strategies

used, just minor adjustments to and reinforcement of tactics.

* Based on the percent of staff members using the platform, which is over 73%, evidence supports that our

overall goal is nearly achieved.

e By October 31, 2024, all school sites had received training.
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» Contactability rates are higher than average for ParentSquare and our district
has been invited to be a model district for the company, with 99.67% out of
82,000 contacts reachable by the end of the school year. This is proof of the
buy-in of our office staff and registrars to the change.

e By Dec. 31, 2024, 44.38% of teachers were using post features in the new
platform (an increase of 5% over the previous quarter) and 61.87% were using
direct messaging tools (up 7% from the first quarter check). This indicated that
at least 61.87% of our teachers were using the platform and knowledgeable
enough to choose which features they wanted to use. As of Fall of 2025 this

percent exceeded 66%.

» By December 31, 2025 our business office reported only one request in progress to purchase an alternate
communication platform (i.e. S'"More).

* A survey specific to the roll out of the new platform in the Spring of 2025 showed 94.8% of responding staff
was satisfied with the change.

 Teachers on Special Assignment (TOSAs) demonstrated the effectiveness of our strategy to use their support
to diffuse anxiety about learning something new, and regular feedback sessions were held with the TOSAs,
after which frequently-asked-question one-sheets or e-newsletters would be created to provide responses.
Surveys indicated this was a particularly effective strategy.

e On multiple occasions at meetings, Board members reported that staff and parents were positively positioned
toward the roll out and appreciated the change, including the Board members themselves.

e 2024-25 climate assessments showed an increase in positive sentiment of classified employees (a 7.55%
increase since 2024) and a slight decrease of 1.02% in positive sentiment of teachers, which in a year that

required them to make a major shift in their habits and practices was less of a decrease than expected.

Anecdotally, TOSAs reported that while many teachers were still struggling to change their habits, sentiment
toward the change of platform was positive. Work continues this year to address specific school sites that are
underutilizing the platform through targeted trainings and leadership outreach.

In our first-year analysis, we found that the selected strategies were extremely effective in encouraging change
across our sites/departments and teacher groups. We continue to refine our communication plan to capture those
remaining staff still reluctant to adopt the platform, and are narrowing our focus in some areas to individual
conversations with leaders and special training options provided.

In the end, the Come Together initiative was undertaken with the best interest of our families and students at its
center. Improved communication builds confidence and trust, and early indicators from our parents are that this
initiative is making a positive difference in these areas. While the parent adoption initiative was a separate phase
of this initiative, we are already seeing adoption rates of our parent community exceed national averages for the
platform. As of January 2026, 60% of parents have downloaded the app, 90% are receiving text messages, and
55% are engaging with communication from their school. All of these statistics are higher than the national
averages for the platform and given that most students have two parent/quardian contacts means we are likely
closer to 100% of our families engaging in some form with communication.
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Communication Plan

The Communication Planning

Communication Planning Worksheet
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OW We WO u pearherooaches have beenlefi 10 their cwn deonignrmaking and sdopion of Comems.
thormm)

e platform, reduction of expermes
language Between second

communication with each

Eetmeen stsif-tudem communicaion

sub-section of our overall

Pt ome ez ar ottt bes of thee alfested
hangeg the wairy Sohooh COMmELIte. shifng 10 3 ndw DRthanm will lone Sy sneed MeErad Bng That bed chers Rave used year-Over-year. need 1o re-learn 3 ™ oy
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target audience (our staff) to
effectively complete their

part of the initiative, whether Wty

they were being trained or .
View the worksheet.

taught how to train others.

ROI I - 0 ut
o -
My Drive > ParentSquare Toolkit - =

Mame

ThiS .l.oolkl.l., housed |n Google B BackioSchocl Night— 3 B For Admin 1 B For Parents i B For Students i B For Teachers

Drive, is fhe resource center B Basic Training. ] @ Help Resources . 1 IntroductionforParents.. IntroductionforSite_De.. B G&A Document

for staff to access training
materials, one-sheets to use
as reference for both staff

and parents, a live question-

and-answer document to

make sure frequently asked View the toolkit.
questions were made

accessible to all and more.


https://drive.google.com/drive/folders/1kPWCO9Df0UMuPmYVxojt11ycPWrcuqJV?usp=sharing
https://drive.google.com/file/d/13VFIC_BGvAZ3tM4P7z37jUE6fqrYuUT8/view?usp=sharing
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Training Presentations

Training presentations were
varied to meet both the skill

level and specific needs of

e+ Training Agenda

Clovis Unified's Plan for Possible Adoption & Rollout (Kelly Avants)

trainees, from basic trainin
! g Integration of Data for 55 & School Year (Raj Nagra)

for teachers to more

Training Schedule
GdVG nced Tralnlng for « Administrator training June 10
+ Training for teachers (synchronous or asynchronous?) June 13

& follow up offered June 18
Parenqu uare provided « Training for parents shared June 13 & follow up week of June 17

i

administrative users.

TemplGTeS 'FOF These, Wthh Administrator Training

Question & Answer with ParentSquare’s Mandy Fouts

we modified and

customized to meet our
specific needs. View the training materials.

Can we reach you in an emergency?

One-Sheet | : PaentSouaf =

in the event of a school lockdewn, evacuation or shelter-in-plod s made for the With ParertSquane you can...
UNIFY all communecation 100k ued in pour didirocmd, Wted, and damct, with cvireght Bvoughot

Dewnload the ancliwt& your Customiz] Mot

Resources [+ 5= e
opp. ;Podemos comunicarno] - ers. Tes fuh Nostotons, Vo Cals

rencusodeemergJ O ©0 0 00 © O O
! ParentSq

Junton, asegurimoncs de que nuestros menscjel . Sohocl & District Wide Alet B
de cleree de eseuela, evacuadén s refugid

We designed a variety of one-

Ar\drou:

sheet resources for schools and

ciive su cuenio
0N S SO0

aplicasidn
Not receiy | o'« Pty

ParentSquare.
Make sure you're | | Baiam

ensure you reeehd

1 1 set poeferences f
from offering helpful tips to o
inta Parent Conn

staff on using the platform, to wont o recevn
(O R

equipping schools with e

da tobdfons que
aparecn on Paront

staff to utilize. These ranged

Connect,

.Ea,sunnnnu-,
.NWTWM

velp with branding.

* Synoed Calendar from SchoclDude
* Securs Documant Calivery for Rapart Cards & Mars

resources for their parents as

they started educating them on

the new platform.

View the one-sheets.
(divided into folders by recipient)



https://drive.google.com/drive/folders/1QaaOYolFaPHuTsMQ7NQ5xRIXk9kjYCH_?usp=sharing
https://drive.google.com/drive/folders/1kPWCO9Df0UMuPmYVxojt11ycPWrcuqJV?usp=sharing
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School Usage Reports

These school usage reports track $! ParentSquare Clovis Unified School District b ¢
X 5 For data ranging Jan. 7 to Mar. 25, 2025 ===
metrics like parent engagement, : -
contactability rates and teacher 0% b Gt e et s e 16310 e, 5 e
»  PepdSouen jcsdeey vl crected training moduies) meadable! Take sdvartage of ol fee §poing opporhnite
usage of the platform. We record and | overnsnepsnor e v E——
share these analytics with leadership 1000% I _—
== =a
from each of our school areas, so they o
Teacher Usage Overview
can track progress of their schools.
Additionally, these reports tap into I
the natural competitiveness of our lIIIII Illlllll.
school areas, encouraging them to e s = T
. . Contacts & Site Usage Overview frees
strive for even higher numbers as they | someeme - =
compete to be “the best” in the sl Rl B — =
. . (] [
district. View samples of the Analytics Reports
Newsletters S
ParentSquare Updates
Throughou.l. .l.he rO”—OUT Of Tips and Info for All Staff Users
PG ren'l'Sq uare to our STG'H:, we Welcome back te schoal! Office Hours Available for Help
supplemented training sessions in-
person and virtually with weekly, — . Wed. Aup.13-9:001100
+ Wed, Alg, 13 - 2:00-4:00
then periodic, e-newsletters. These Other Reminders T
were used to teach about new Reminder: New Direct Message Tools
features, share answers to frequently sms| st fow chca
asked questions and provide " Samia Deac Mssoge s e Ghs

« Difgct Masaage Quick Select Recipsen Guide Nig ht Resou rce
reassurance that we were

lents get on ParentSquare!

supporting staff every step of the

. lude in toachers’ Back to Scho
Questions? Concerns? lide includes dovwmlosd codes

way by reminding them who to talk

to if they had questions or concerns.



https://drive.google.com/drive/folders/1zjgj_-5oqA23nScS4X8EgSe1R1mNqbcn?usp=sharing
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Staff Training Webpage

In the Employee Training
section of our website, staff
can access a ParentSquare
resource page that houses
digital versions of the one-
sheets, an up-to-date FAQ
section, and a list of
Standard Operating
Procedures for certain
actions taken in
ParentSquare or when
communicating a difficult

situation sensitively.

ParentSquare Help Resources

A wide variety of detailed, step-by-step tutorials on every ParentSquare feature can be found on the ParentSquare website, and is a
great place to start if you have a question. Click here to visit the resource center.

One-Sheet Resources

Standard Operating Procedures

.1 - Adding o stepparent [grandparent to a student in ParentSquare w
1.2 - Changing User Permissions ~
1.3 - Adding o Classroom Parent £
1.4 - Sending an Alert/Post to Whale School, Excluding Certain Student(s) v

View the Staff Training Webpage

Parent Information

Webpage
Our district website also has
a ParentSquare resource
page for parents to learn
more about the platform. It's
also a great resource for
school staff to utilize when
parents have questions about
or need assistance with the

platform.
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How We Communicate

Our district uses PorentSquara for school communication, primarily with emall, text ond opp
netilications. ParentSquare autematically syncs with our Student Informeation System o generate an
ng thair prefam addres: nd phon ar, We encourage

15 50 thay can downlcod the mobile opp and updata their prefarances

occount for each |
parents to occess thelr occ
on whon and how thoy are

ParentSguane i a safe, secune, ond modern appreach to cammunication and collaboration batwean
sehaol and homie.

Click here to log into ParentSquare.

1 ParentSquare

Chck hore for halp resources.

View the Parent Information Webpage



https://www.cusd.com/about-parentsquare
https://www.cusd.com/about-parentsquare
https://www.cusd.com/26751_4

