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Research
The Waukee Community School District 2024-25 Strategic Plan includes the goal of
fostering positive, collaborative relationships with parents and students. A key objective
is to “enhance and unify our social media strategy district-wide to reach target
audiences” with a measurable goal of increasing total followers across all District and
school social media accounts by 5% by July 1, 2025. While our Communications Team
has focused on strengthening the District’s social media presence, the accounts for our
schools showed a critical need for consistency, accountability, and coordination. 

Strategic Goal Alignment

Planning

Challenges

After discussions and brainstorming, we developed the Social Media Champions (SMC)
program, which appoints one staff member at each school to manage social media. To
compensate for the additional time and responsibilities — and ensure accountability — we
proposed that each SMC should receive a stipend ($1,000 per school year).

The Executive Director of Communications drafted a job description and brought the
proposal to the HR Director, then to the District’s Senior Leadership Team. After
securing leadership approval, we introduced the program to principals, emphasizing the
need for dedicated social media management across the District. Our team supported
the hiring process by crafting messages to encourage staff applications, drafting interview
questions, and sitting in interviews to help principals select the right candidate.

Creating “Social Media Champions”

Waukee CSD comprises 19 schools, which were each managing their own social media
accounts with varying degrees of success. Some were managed by a principal or secretary,
while others had 5+ managers with no true ownership. All were doing so voluntarily. We
looked at each account’s metrics and pages and identified the following issues:

Infrequent posting
Inconsistent branding and messaging district-wide
No accountability for responding to comments or direct messages
A lack of coordination between schools and the District
Little adherence to social media best practices and accessibility guidelines

We were missing opportunities to engage our audiences and market our schools. We also
noted multiple situations where we needed to share important information on social media,
but we lacked a one-point contact for each school. Our anecdotal research shows many
parents, staff, and students feel more connected with their school than the District, and are
therefore more likely to follow and seek out information on the school’s social media
accounts than the District’s — making it even more essential that those accounts are
frequently monitored, kept up-to-date, and showcase high-quality posts. Our goal was to
implement a program that would support a cohesive social media strategy and create a
stronger online presence district-wide.

1



Implementation
In January 2024, all schools had hired a SMC, and we granted them access to their
buildings’ Facebook and Instagram accounts. Our team held a kick-off meeting to
create alignment, explain our expectations, reinforce the District’s social media
guidelines, and offer support. We also created a Google Chat with our team and all
SMCs, so we could post quick updates and resources, and the SMCs had a place to ask
questions, share tips, discuss issues, and more.

Launching the Program

A Stronger Social Media Presence
With accountability, direction, and collaboration, the SMCs began creating content that
was both tailored to their school’s community and aligned with the District’s brand.
Examples from some of our schools include:

A “Week at a Glance” graphic listing events and lunch menus
A “Question of the Week” video featuring students
A monthly staff spotlight feature

In addition to more frequent posting that is both informative and engaging, the SMCs are
responsible for responding to their pages’ messages and comments, asking our team for
advice when needed. The program has also centralized content collection between
schools and the District. For instance, during events like the first day of school, field days,
and Homecoming, we create shared Google Drive folders for SMCs to upload photos.
This allows us to post photos from all our buildings on the District’s accounts without
having to visit each one.

While the SMCs mostly have the autonomy to manage their accounts with minimal
oversight, there are times when we request specific content. When kindergarten
enrollment opened, we asked all elementary SMCs to post a reel showcasing their
kindergarteners, which we then shared across the District’s accounts. The program has
proven invaluable during emergency situations as well. SMCs know the Comms Team will
post a graphic on all accounts for snow days, so we can avoid duplicate posting. In other
crisis situations, our team can send quick instructions to SMCs via the Chat.

Our team holds quarterly meetings with the SMCs to discuss topics such as new algorithm
insights, incorporating diversity in content, and pinning posts. We also encourage all
SMCs to “like” each other’s posts, driving engagement and creating a sense of unity.

Evaluation
In the program’s first full year, we saw the school social media accounts come alive with
creative and informative content that promotes our schools and engages our audiences.
The metrics support the success of this program — schools increased followers by 34.5%
(surpassing our strategic goal of 5%) and posted 75% more times than the previous year.
We’ve received positive feedback, including from our School Board. We are continuing to
refine our efforts to achieve our goals and support the SMCs, such as creating alignment
for national recognition days and using the collaboration feature on Instagram.

A Successful First Year
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Criteria:
Current staff member in their current building 
Knowledge of social media platforms
Excellent writing/editing skills
Detail- and customer-oriented
Interested in telling your school’s story, celebrating staff/student successes,
and engaging with the community

Expectations:
Serve as the primary social media contact for your school building
Manage all social media accounts for the school
Dedicate 1-2 hours per week during the school year to plan and post content
Attend or collect photos/videos from school events
Post 2-3 times per week on all accounts
Monitor comments, respond to questions, and hide/delete inappropriate
content based on the District’s social media rules of engagement
Respond to direct messages within 48 hours
Ensure content is accurate, follows District guidelines and best practices, and
does not include students on FERPA list
Work closely with Communications Team as well as resources such as the
Activities office, yearbook staff, student publications, etc. to gather and share
content
Attend 30-minute virtual social media meetings once every term led by the
Communications Team, which will occur before or after school hours

The Communications Team will:
Provide best practices and guidelines to the Social Media Champion
Assist in troubleshooting issues on social media accounts
Manage the school’s social media in emergency situations (weather closures,
threats, etc.)
Manage the school’s social media during the summer months

Social Media Champions
Job Description
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2024
(With Social

Media
Champions)

2023 
(Without

Social Media
Champions)

%
Difference

Followers 41,329 30,717 +34.5%

Number of
posts 6,075 3,480 +75%

Impressions 6,562,642 4,757,072 +38%

Engagement 581,231 551,424 +5.5%

Video views 1,075,289 110,839 +870%

Social Media Metrics
All schools combined
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