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The York County School Division (YCSD) FY23-27 Strategic Plan prioritizes a Supportive Culture to improve
recruitment and retention, emphasizing positive working conditions, staff voice, and staff growth. The division’s
intranet is considered a fundamental tool to keep staff across the division connected and informed, as well as a
valuable resource to support staff development. The existing site, dubbed SID and designed in 2011, was no
longer meeting the evolving needs of division staff.

Research

Phase One:

A 2022 Information Technology program evaluation included a Strengths, Weaknesses, Opportunities and Threats
(SWQOT) analysis, a division-wide survey, and focus group sessions with representatives from all departments and
schools. The final report identified the employee intranet site as a priority area for improvement, recommending
a site redesign during the 2023-24 school year at an estimated cost between $62,000-5155,000.

Despite no funding being allocated for the project, the Communications and Engagement department was tasked
with launching a new intranet before the 2024-25 school year to improve accessibility, usability, and efficiency.

Phase Two:
As the intranet is so fundamental to employee relations, the Communications and Engagement partnered with

the Human Resources team to survey all employees about both the intranet and internal communications. More
than 40% of employees (746) participated, identifying the following top priorities:

Most Relied Upon Features Challenges Desired New Features

Quick links Outdated Information Off-network access

Forms Information on multiple platforms Personalization

Calendars Poor search functionality Staff training modules
Memos Site organization Staff recognition/connections
SOPs

With no project budget, the Communications and Engagement team explored two platform options: an employee
portal built into the division’s website, or an upgraded version of Microsoft SharePoint. A Decision Analysis
determined SharePoint met more essential criteria, including security features, unlimited storage, off-network
access, and integration with existing tools and platforms.

The project team then moved to researching and evaluating available SharePoint features and site designs. We
met with staff from various departments and school buildings to compare designs for desired elements, layouts,
and functionality. These meetings continued throughout site development, leading to layout changes based on
employee feedback.

The team set the launch date for the first week of August 2024, to coincide with administrative and clerical in-
service sessions, allowing the site’s most frequent users hands-on training and review. This timeline also ensured
the team would have the opportunity to gather feedback and make refinements before teachers returned.

Implementation

Content Review and Development (October 2023-June 2024)
The team conducted an in-depth content review to assess existing materials for relevance, accuracy, and ease of
navigation. This involved:
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e Reviewing page analytics to establish site navigation, content placement, and governance structures.
e Collaborating with each department to eliminate outdated/redundant content before migration.

e Reorganizing and consolidating content to align with user needs and best practices; and

¢ Developing a key word, cross-referencing search function.

Additionally, the team met with departments to develop wire frame structures, train team members responsible
for maintaining content, and establish expectations for content management.

Employee Engagement and Awareness (January-July 2024)
Recognizing the importance of staff buy-in, the team prioritized transparency and engagement throughout the
development process:

Continuous Communication: used emails, staff meetings, and teasers to build awareness and anticipation.

Naming Contest: Employees submitted nearly 100 site name suggestions, then voted on four potential
options to select the winning name—myYCSD.

Recognition and Incentives: Employees contributing to the name selection received the division’s new "Cool
Idea" insulated tote bag, reinforcing the importance of staff voice and innovation.

Site Launch (August 2024)

myYCSD launched, on schedule, featuring new interactive components such as staff spotlights, monthly pulse
surveys, an employee suggestion box, weekly employee wellness tips (physical, mental, and financial) and
technology tips. Additionally, responding to employees’ desire for site personalization, certain features (quick
links, calendar events, and a weekly digest of new content) are customized based on the employee’s role and/or
department.

Evaluation

Data-Driven Insights
Although evaluation is ongoing, initial engagement metrics helped us identify optimal posting times based on
employee roles to maximize content visibility, effectiveness, and employee engagement.

Key Insights:

e Administrative staff engage most in the early morning and mid-afternoon.
e Instructional staff interact primarily before and after school hours.
e Engagement peaks on Tuesdays and Wednesdays.

Employee Feedback & Adaptation
Department leaders review monthly pulse surveys to identify communication needs and opportunities.

Key Insight:

Survey results indicated dissatisfaction with communication regarding technology disruptions. In response,
the IT department is developing a systems status report for myYCSD.

Annual surveys are planned to identify areas for future enhancements.

Ultimately, myYCSD’s success is measure through both quantitative and qualitative data. Staff sentiments shared
via survey results, emails, and even “watercooler” conversations demonstrate employees feel heard, valued, and
supported.

“I have needed at least five different things “Love the new MyYCSD! Great look and easy
already this morning that I’d get very easily to use.”

on Sid and | have found them equally easy on

the new site. Thank you for your hard work!!

" H H ”
D !
You guys are awesome!” The new myYCSD site is awesome
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Research Artifacts

e BerryDunn IT Program Evaluation
e Employee Intranet Survey
e Employee Intranet Results

Planning/Implementation Artifacts

Content Review & Development

e Departmental SOP Review Spreadsheet

e Departmental Forms Review Spreadsheet
e Quick Links Review Spreadsheet

e Human Resources Department Site Review

Employee Engagement & Awareness

e Employee Suggestion Box Screenshot

e Employee Q&A Screenshot

e New Employee Staff Spotlight Screenshot
e Top Tips Screenshot

e News Post Content Schedule Spreadsheet

Site Launch

e Intranet Mockup

e |ntranet Mockup 2

e Homepage Screenshot

e Intranet Demo Video

e  myYCSD Staff Introduction Video
e Department Section Screenshot

Evaluation Artifacts

e Intranet Hub Analytics

e Intranet Site Usage Analytics

e Memorandum Analytics

e Crisis Communications Screenshot
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https://ycsd-my.sharepoint.com/:b:/g/personal/jshort2_ycsd_york_va_us/EeOqpnA9sV5How7Z-U0_9CgBFQALUDF2a2ZKt2aXeL7lZg?e=vxmjzq
https://ycsd-my.sharepoint.com/:b:/g/personal/jshort2_ycsd_york_va_us/Eezln6L0jadCkUwwlNqgGssB3L5OqjAWijaniNbs0p48sA?e=fQKT43
https://ycsd-my.sharepoint.com/:b:/g/personal/jshort2_ycsd_york_va_us/EdILskuIRERAoNjsH5hCS2EB4_PngbF5gixz9BW60I7B7g?e=ZJSqPJ
https://ycsd-my.sharepoint.com/:x:/g/personal/jshort2_ycsd_york_va_us/EWj0g4w3cBFFuNtcho_malcBqDjkTKzRTCqXAOAfCvFD9w?e=NYXEr9
https://ycsd-my.sharepoint.com/:x:/g/personal/jshort2_ycsd_york_va_us/ERT6fRpjnyxKqjmb0IVPMIwBiqUqaehG-fPLMC_NNAth8w?e=KnJFxC
https://ycsd-my.sharepoint.com/:x:/g/personal/jshort2_ycsd_york_va_us/EVMQGJ0liItOuXSTibHgsfoBIZI2HQxy04Il6J1P57pq2w?e=3rdvKH
https://ycsd-my.sharepoint.com/:x:/g/personal/jshort2_ycsd_york_va_us/EdDiuz6lUIVIloqbVej-pxAB8VuMyZGmgBNmbNMDLd7maA?e=qdplgP
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EUoTotx52ptGtA1OT2kLnCoB_c4wm0zz1rW3TdnLrG274A?e=brurBR
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EXxq_pbqIjxEqDjdxbJEUWAB9pJ0TOsDDoW_hSbuDNQJEg?e=ARwA3O
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EXG8eDWrC4BAv2YccVJo83UB4nS2JGmZWJ-RiSXuljZcbQ?e=wYAM4L
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/Eadm_l9aAD1LmvWw1W-QMroBB15LgYfeKZBlg1kAbaJxLw?e=5r69nc
https://ycsd-my.sharepoint.com/:x:/g/personal/jshort2_ycsd_york_va_us/EWhqfqQbZwRIvjEOrz2n7LYBmMNfLh_gcyg5LAAN9z1TkQ?e=vgE7kQ
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/ES9cGYOWzm1CoBxkCuK3ruYBiKdB68k34cqEzxhugotuuw?e=VW7ZEa
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EfciTcUymTlNp2wtiOmfbzQBmcWTScrjj_QT-85qXx5oig?e=jYAEFI
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EcAdSImvxghCojCgEtsVRcoB5_NXv33Jx9VlKhU0clHYSw?e=IDfJwZ
https://youtu.be/6YhFXKdEg7o
https://youtu.be/RmNt3FQv1f4
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EZUpfDMd89tLg7OTPNTJWTsBH61jOnQ-wU-GJKjL0P8mVA?e=wyKbvK
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EYQmgaNEtnRNt2QKCOcMrOABfCjAetmQjEmO9ede-edfSA?e=UJPa0k
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/ETwpWLLYxQBFpBVRYDGa0bsBoGGsaQ6PRkEWSSJvPeuy1A?e=tTajNg
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/EcOoecdM7jNLpC26tY6WE0ABStJno5Mp5IQuVHK7R1wELg?e=glIetR
https://ycsd-my.sharepoint.com/:i:/g/personal/jshort2_ycsd_york_va_us/ESQibG_m3ApOuUk5LXJkNqAB4R1cGfiEVcTdSnLuX0ZgRQ?e=bCm50y
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