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Synopsis  

The Arizona School Boards Association is a private, non-profit, non-partisan organization that provides 
training, leadership and essential services to public school governing boards statewide. More than 240 
governing boards, representing nearly 1 million Arizona students, are members of ASBA. The association 
is governed by a board of directors, comprised of school board members from throughout the state, and 
through direct member action. 

As part of this initiative, ASBA provides opportunities for members to get involved in leading for increased 
equity and opportunity by joining the Hispanic-Native American Indian Caucus (HNAIC), Black Alliance 
and Rural Alliance. Membership in all three are open at no cost to all school board members interested in 
doing more to meet and address the specific educational needs of students of color in their communities.  

In 1996, a group of Arizona school board members gathered together to form the Hispanic-Native 
American Indian Caucus (HNAIC). Their goal was to ensure that the needs of Hispanic and Native 
students were known and addressed at the state level.  

The founders believed that representation on the ASBA Board of Directors was necessary to help achieve 
that goal, and through a change to the bylaws a single seat was added. It was progress, but it created a 
structural gap in representation that has lasted for 25 years. The seat alternates in two-year periods from 
a Hispanic representative to a Native American representative. 

In 2021, the ASBA Board of Directors believed a change was long overdue and voted unanimously to 
support a bylaw change to create a seat on the ASBA Board of Directors so that Hispanic and Native 
American interests can be represented simultaneously on the board. This would also provide flexibility for 
the group to split into two separate groups, Hispanic and Native, if they choose to in the future with each 
group still maintaining its place on the board.  

The ASBA Communications Department created a communication plan focused on increasing member 
engagement and awareness to generate a majority “yes” vote on the bylaw initiative. This campaign led 
to ASBA’s success in securing the bylaw passage.  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Below is a high-level summary of the campaign demonstrating how it followed the four-step process of 
research, planning, implementation and evaluation. Additional summaries of each function are included in 
the additional support material. 
 

Summary of Research  

To help determine strategies, tactics and publics to achieve the goal, a variety of pertinent data was used. 
This included disaggregated data on member engagement in key association and governance activities to 
include bylaw voting, anecdotal observations shared by general members, caucus members and the 
ASBA Board of Directors, biennial survey results, current membership of the HNAIC and superintendent 
vacancies in Arizona. 

Type Conducted by Formal or 
Informal 

Primary or 
Secondary 

Source & 
Audience Rationale 

Member 
engagement 
data (2017-
2020) 

ASBA Associate 
Executive 
Director  

Formal Primary 

School board 
members by 
district 
enrollment and 
county 

Analysis of 
engagement by 
members 
annually in the 
areas of 
governance 
participation and 
program 
participation. 

Member forum 
(2021) 

ASBA Associate 
Executive 
Director, HNAIC 
officers 

Informal Primary 

School board 
members and 
superintendents 
that belong to 
the Hispanic 
Native Indian 
Caucus   

Direct 
connection with 
HNAIC 
members to 
listen, identify 
and discuss key 
issues.   

HNAIC 
membership 
list (2021) 

ASBA Associate 
Executive 
Director 

Formal Primary 

School board 
members and 
superintendents 
that belong to 
the Hispanic 
Native Indian 
Caucus   

Analysis of 
current HNAIC 
members. Used 
to identify and 
target potential 
and unengaged 
members. 

ASBA biennial 
membership 
survey (2020) 

ASBA Associate 
Executive 
Director, 
Communications 
Department  

Formal Primary 
School board 
members and 
superintendents 

Biennial climate 
survey 
determines 
member 
satisfaction with 
the association.  

ASBA bylaw 
votes (2019-
20) 

ASBA Associate 
Executive 
Director, 
Communications 
Department 

Formal Primary 

Member 
districts that 
submitted a 
bylaw vote  

Analysis of 
member districts 
that voted and 
how they voted 
for the last 
bylaw passage 
in 2019. 



ASBA 
superintendent 
searches 
(2020-21) 

ASBA Policy 
Consultant, 
Communications 
Department 

Formal Primary 

Superintendents 
that were 
placed in a 
school district 
using ASBA 
search service 

Assessment of 
ASBA search 
services utilized 
by member 
districts to 
identify 
superintendents 
new to their 
role.   

ASA 
superintendent 
report (2020-
21) 

Arizona School 
Administrators 
Association  

Formal Secondary 
Superintendents 
new to role in 
school district 

Report of 
number of new 
superintendents 
in a school 
district. 

 

Planning  

Based on the research gathered by ASBA, a plan was designed to reach each key audience and 
integrate tactics for each strategy into our daily work which aligned with our overall goal in the strategic 
plan. The communications department used Sharepoint and Microsoft Planner tools to map and schedule 
each activity, aligned with the strategy, tactic and audience.  

Problem Statement 

ASBA depends on the 2021 bylaw passage to determine if it will create an additional seat on the ASBA 
Board of Directors so that Hispanic and Native American interests can be represented simultaneously on 
the board. This will also provide flexibility for the group to split into two separate groups, thus its success 
relies on engaging school boards that historically have not participated in the voting process or may not 
understand the significance of the bylaw passage.  

Goal  

ASBA member districts will recognize the importance of adding an additional seat to the Board of 
Directors and support the bylaw passage in 2021. 

Key Publics 

• HNAIC members and ASBA Board of Directors 
• School board members (general membership of ASBA) 
• New superintendents 
• ASAP members 
• School board presidents (member districts of ASBA) 
• School board members and superintendents in rural and remote areas (member districts with 

fewer than 1,000 students) 

Campaign Objectives 

Short-term 

By Oct. 2021, 100 percent of ASBA’s Board of Directors and HNAIC members will have the facts needed 
to contact their school districts in every county in support of the bylaw passage.  

By Dec. 2021, 66 percent of ASBA’s 223 member districts will submit a bylaw vote in affirmative of bylaw 
passage, an increase of 9.1 percent affirmative votes from the 2019 bylaw proposal that was 
unsuccessful.  
 



By Nov. 2021, 100 percent of ASAP members will notify ASBA if member districts will be participating in 
the bylaw vote.   
 
By Nov. 2021, the number of new district superintendents will know and understand details of bylaw 
passage and will increase from 194 to 223 (total superintendents).  

By Nov. 2021, 100 percent of school board presidents will receive the facts and add it as an agenda item 
to a future school board meeting for discussion. 

By Nov. 2021, 50 percent of 113 districts with fewer than 1,000 students will submit a bylaw vote to 
ASBA.  

Long-term 

By Dec. 31, 2022, 47 additional ASBA members will join the HNAIC, increasing membership by 33 
percent. 

 

Key Messages  

• Your vote matters.” Bylaws are like our constitutions. They require member boards, our owners, 
to vote to approve any changes to the bylaws. They supplement the rules already defined by the 
state corporation code. All ASBA district member boards are strongly encouraged to exercise 
their ASBA membership rights and participate in voting. 

• “There is room at the table.” Help us pull up a chair. Your ASBA Board of Directors believes a 
change is long overdue. We hope you’ll mark the 25th anniversary of the HNAIC by voting yes on 
a change to the ASBA bylaws to create a seat on the ASBA Board of Directors so that a Hispanic 
AND a Native American representative can serve at the same time. 

• “Your ASBA Board of Directors recommends a YES vote.” A change to the bylaws requires an 
affirmative (YES) vote of two-thirds of all ASBA member district boards, making your boards 
participation incredibly important. (Online video messaging) 

Timeline  

Phase 1: May – August 2021 

May 2021:  Internal discussion with ASBA leadership, Board of Directors and HNAIC and research review  

June 2021: Campaign design and initial planning and begin internal communications with HNAIC 
members and Black Alliance members on support, details, messaging and timeline  

July - August 2021: Begin implementation by creating a dedicated webpage, planning on digital 
tools/graphics and recording of video testimonials for “Vote Yes on HNAIC” messaging.  Launch “There is 
room at the table” messaging with HNAIC and Black Alliance members informing them of the effort. 

Phase 2: September – December 2021 

September 2021: Voting opens. Launch “Your Vote Matters” messaging with administrative professionals 
(ASAP members) and superintendents. Initiate “There is room at the table” messaging with all 
membership stressing the importance that all districts vote and the history of HNAIC and roll out “Vote 
Yes” online video testimonials on social media. Evaluate current strategies and tactics. 

October 2021: Continue current strategies and tactics to encourage bylaw discussion on each school 
board agenda, following first evaluation.  

November 2021: Outreach to all districts that haven’t voted. 

December 2021: Continuous updates on status of voting submissions. Voting closes, results are 
announced and post-campaign evaluation of outcomes. 



Phase 3: January – December 2022 

January – February 2022: Thank you for voting and passing bylaw passage messaging deployed. 
Added a second seat to the ASBA Board of Directors. Design/develop annual member survey questions  

March – April 2022: Launch annual member survey. Evaluation of results from member survey 
presented to ASBA leadership and board of directors.  

May – December 2022: Initial conversations on splitting HNAIC into two groups in May, launched survey 
to HNAIC members to evaluate consensus of membership in August with evaluation of results, mini 
campaign deployed to increase HNAIC membership, voting takes place during HNAIC annual business 
meeting plus “The Big Event” in December.  

The Coms team evaluated each strategy to determine how it will be specifically used for the campaign. 
They mapped frequency and tactics to target each audience: 

Communication Strategies & Tactics  

 

Strategy  Tactic              Frequency    Key Public Responsible 
Empower key  
communicators 
 

Talking points and resources  
 
 
 
Emails from HNAIC and Black 
Alliance to members advocating 
support of bylaw passage 
 
Emails or phone calls from Board 
of Directors inquiring voting 
participation  

Ongoing 
 
 
 
 
 
One-time 
 
 
Ongoing 

Board of Directors, 
HNAIC and Black 
Alliance Chairs 
 
 
HNAIC and Black 
Alliance members  
 
 
Member districts with 
fewer than 1,000 
students 

Associate 
Executive Director 
(Tracey) 
 
 
 
 
AED (Tracey) 
 
 
AED (Tracey) 

Connection 
through video  

“Vote Yes” videos of board of 
directors supporting bylaw 
passage 
 
Explainer of bylaw process video  
 

Weekly 
 
 
One-time 

School board 
members, board 
presidents, 
superintendents, ASAP 
members, member 
districts with fewer 
than 1,000 students 

Communications 
team (Heidi and 
Brooke) 

Enhanced digital 
presence to 
support passage 

Central landing webpage with all 
bylaw materials and resources 
and link to bylaw submission 
form 

Ongoing – all 
content 
driven and 
linked here  

School board 
members, board 
presidents, 
superintendents, ASAP 
members, member 
districts with fewer 
than 1,000 students 

Communications 
team (Heidi and 
Brooke) 

Use information to 
demonstrate 
understanding of 
passage  

“Voting Process” webinar  
 
 
 
“Your Questions Answered” 
webinar 
 
 
 
Official letter announcement, 
model agenda from the ASBA 
Board of Directors in support of 
bylaw passage  

One-time 
 
 
 
One-time 
 
 
 
 
One-time 
 
 
 

Superintendents and 
ASAP members 
 
School board 
members, board 
presidents, member 
districts with fewer 
than 1,000 students,  
 
Superintendents and 
Board Presidents 
 
 

AED (Tracey) and 
Heidi  
 
 
AED (Tracey) and 
administrative 
personnel 
 
AED (Tracey) and 
administrative 
personnel 
 
 



 
 
ASAP poster with ASBA events 
and important deadlines 
 
 

 
 
Annually 
 
 
 

 
 
ASAP members 
 
 
 

 
 
Heidi 

ASBA internal 
platforms for 
direct messaging 

Email messages (sent to specific 
publics with personalized 
messaging) 
 
 
 
ASBA Connect e-newsletter 
 
 
 
 
ASAP Listserv 

Weekly 
 
 
 
 
 
By-weekly  
 
 
 
 
Weekly 

School board 
members, board 
presidents, 
superintendents, ASAP 
members 
 
School board members 
and community 
subscribers 
 
 
ASAP members 

Heidi 
 
 
 
 
 
Heidi  
 
 
 
 
Tracey 

ASBA external 
platforms for 
direct messaging 

Text messages Bi-weekly  School board members Heidi  

Meetings for face-
to-face and virtual 
connection 

Information session at Law 
Conference (in-person) and at 14 
County Meetings (virtual)   
 
Script mention during Law 
Conference and in conference 
guidebook 
 
 

One-time 
 
 
 
 
One-time 

School board 
members, board 
presidents, 
superintendents, 
member districts with 
fewer than 1,000 
students 

AED (Tracey) and 
HNAIC chair 
 
 
 
Heidi  

Social media Facebook (boosted), Twitter and 
Instagram 

Daily School board 
members, ASAP 
members, 
superintendents and 
other followers 

Communications 
team (Heidi and 
Brooke) 

Outreach to 
districts  

Personal emails/phone calls to 
districts that haven’t submitted a 
vote by November  

Ongoing  ASAP members, 
superintendents  

AED (Tracey) and 
Heidi  

Special Events  Host special event “The Big 
Event” to increase HNAIC 
membership during the Annual 
Conference.  

One-time School board 
members, member 
districts with fewer 
than 1,000 students 

Communications 
team (Heidi and 
Jade) 

 

Budget  

The total budget spent on this campaign was $29, 938.84 which included costs for direct mail, print, 
digital advertising and communications staff time which included video time. (A detailed budget with full 
descriptions and audience reach is included in the support material.)  

Implementation  

During the implementation phase, the comms team used the Microsoft Planner tool to map and follow a 
process for implementing each activity, aligned with the strategy, tactic and audience. (Samples included 
in support material.) 

Evaluation  

The ASBA bylaw amendment passed in December. There were 173 districts that voted. Passage 
required a YES from two-thirds of ASBA’s 223 district member boards and 149 YES votes were required 



for passage. ASBA received 154 YES votes and 19 NO votes. This bylaw change also provides the 
flexibility for the HNAIC to split into two distinct groups in the future if its members so choose and allows 
those groups to change their names and be recognized under the new names. (Full summary of results 
included in support material.) 

Results  

ASBA met all objectives but one as evidence by the outcomes below:  
 
By Oct. 2021, 100 percent of ASBA’s Board of Directors and HNAIC members will have the facts needed 
to contact their school boards in every county in support of the bylaw passage.  
 

Result: ASBA provided facts and resources to all 24 board of directors (five executive officers 
that make up the Executive Committee, 17 County Directors, each chair of the ASBA Hispanic-
Native American Indian Caucus and the ASBA Black Caucus). The AED met with all board of 
directors via phone or zoom to ensure all questions were answered. 

 
By Dec. 2021, 66 percent of ASBA’s 223 member districts will submit a bylaw vote in affirmative of bylaw 
passage, an increase of 9.1 percent affirmative votes from the 2019 bylaw proposal that was 
unsuccessful. 
 

Result: ASBA received 154 YES votes and required 149 of those votes to pass the bylaw 
amendment which surpassed member participation from the 2019 bylaw proposal that was 
unsuccessful.  

 
By Nov. 2021, the number of district superintendents will know and understand details of bylaw passage 
will increase from 194 to 223. 

Result: Every superintendent was provided with resources and detailed information including the 
31 new vacancies filled in Arizona, totaling 223 districts across the state.  

 
By Nov. 2021, 100 percent of ASAP members will notify ASBA if member districts will be participating in 
the bylaw vote.   
 

Result: ASBA made contact with every ASAP member from 223 districts to confirm if their school 
board would be participating in the bylaw vote.  

 
By Nov. 2021, 100 percent of school board presidents will receive the facts and add it as an agenda item 
to a future school board meeting for discussion. 
 

Result: ASBA provided facts to every school board president in all 223 school districts but only 
179 added it as an agenda item to discuss at a school board meeting. Using these results as 
baseline data, ASBA is able to identify there is outreach needed with 44 districts that didn’t 
participate which is a step in the right direction. 

 
By November 2022, 50 percent of 113 districts with fewer than 1,000 students will submit a bylaw vote to 
ASBA.  

Result: ASBA received 74 bylaw votes from 113 districts fewer than 1,000 students which 
indicated a 65 percent participation rate. 

 

By Dec. 31, 2022, the HNAIC membership will increase by 47 new members, 33 percent.  

Result: ASBA increased HNAIC membership by 55 new members, a 35.8 percent increase. In 
2021 the HNAIC membership had 142 members and by December 2022 it increased to 197 members.  



Additional Support Material 

Publics, Objectives & Strategies  

HNAIC members and ASBA Board of Directors 

Objective:  

A. By Oct. 2021, 100 percent of ASBA’s Board of Directors and HNAIC members will have the facts 
needed to contact school boards in every county in support of the bylaw passage.  

Strategies:  

• The communications team will enlist and empower the HNAIC members and Board of Directors 
to serve as opinion leaders and ambassadors for the association to accelerate involvement and 
advocacy for the bylaw change.  

• Messaging will be reinforced with direct outreach to districts plus a strong digital presence to 
further empower this public as key influencers and supporters of this initiative.  
 

This strategy will position HNAIC members and Board of Directors, who are respected and well known 
across the state by peer members, as advocates and position the bylaw change as a positive and needed 
change initiated by the members for members. Messaging needs to be concise enough to be able to 
explain to other member colleagues how the process works, yet clear enough that members understand 
the significance of participating and supporting the passage.  

This audience is seen as the most trusted source for members since they represent the membership as 
leaders for the association and represent all members across the state. This also means members trust 
other members that have been elected and serve on school boards just like them which makes this public 
the perfect “influencer”. It’s important that members understand this decision is a member-driven decision. 
This is imperative for members to understand so that they are not wrongfully misguided by opposition 
from external sources or factors which may associate this initiative as a liberal decision constructed by the 
administration of the association.  

The research from the ASBA biennial membership survey was very helpful in securing the confirmation 
for Board of Directors and HNAIC members to move forward with this initiative knowing members support 
the Alliances and Caucus and the equity work done by the association. 

After internal discussions from Board of Directors and HNAIC members in the member forum, a key 
takeaway was they wanted to lead the discussion and be adequately equipped with resources to 
distribute when contacting member colleagues regarding the support of the passage. The member 
engagement data was very helpful in driving this strategy. The data was disaggregated by district 
enrollment and county, helping ASBA identify what areas needed the most outreach by county directors 
and board of directors.  

Since this is a state-wide initiative, some county directors are not able to meet in-person since some 
counties are very large. This means in-person meetings are limited and outreach must be done using 
strong communication tools and digital resources which will be necessary to ensure effective messages 
will resonate with members. 

 

School board members (general membership of ASBA) 

Objective:  

A. By Dec. 2021, 66 percent of ASBA’s 223 member districts will submit a bylaw vote in affirmative 
of bylaw passage, an increase of 9.1 percent affirmative votes from the 2019 bylaw proposal that 
was unsuccessful. 
  



Strategies:  

• The communications team will accelerate involvement using face-to-face and virtual opportunities 
and an enhanced digital and web presence to effectively help members understand the bylaw 
voting process, details and timeline 

• This strategy will include connection through storytelling to focus on the urgency, significance of 
representation and historical impact the bylaw passage will make, if passed. 

 

Buy-in is important to have from this audience. The members are the heart of the association, and they 
support the Alliances and Caucus according to the most recent biennial survey results. With that in mind, 
ASBA wanted to tell a story about how far the HNAIC has come in over 25 years to represent the needs 
of Hispanic and Native students.  

The comms department wanted to make a connection using video testimonials telling the HNAIC story 
using Board of Directors and HNAIC leaders who shared personal stories for those that were original 
members when the HNAIC formed back in 1996 and for others, they shared the impact the passage 
would make for their districts and students.  

The comms department has strong internal and external platforms for direct messaging members along 
with a robust digital, web and social media presence. By incorporating connections using video 
testimonials, members will be exposed to these stories through various platforms. This strategy is 
effective when the testimonials are shared numerous times in ways through consistent messaging which 
ultimately reaches this audience in one way or another.  

ASBA also hosts events and conferences for members to connect and engage with one another and 
receive professional development. Using face-to-face and virtual events with close to 600-800 members 
who are in attendance will draw significant attention to the bylaw passage and process.  

All messaging will link back to the built-out bylaw webpage that will serve as the primary source for facts, 
new videos and current messages. 

Superintendents 

Objective:  

A. By Nov. 2021, the number of new district superintendents that will know and understand details of 
bylaw passage will increase from 194 to 223 (total superintendents.) 
 

Strategies:  
• The communications team will educate superintendents on the bylaw amendment details, 

voting process and timeline. 
• This strategy will use information to demonstrate the understanding of passage with digital 

and web presence to position superintendents as informed leaders.   

It’s important to connect with all superintendents on the bylaw process since many board members have 
an established relationship with their superintendent and usually approach them with questions before 
reaching out to ASBA. This strategy will position superintendents as district leaders and help them gain a 
better understanding of bylaw details to help explain to their board if questions arise. 

Superintendent turnover rates are roughly 14 percent to 16 percent annually (AASA, undated) so 
including superintendents new to their role who have no experience with this process is very beneficial. 
ASBA also conducts search services for districts who have a superintendent vacancy. Using the 
secondary data from ASA along with the assessment of searches conducted by ASBA, the percentage of 
superintendents who are brand new to their position and district can be identified in order to ensure they 
are not overlooked. ASBA wants to ensure this audience is well informed and understands the process, 
important dates and can answer potential questions which alleviates waiting time from ASBA on inquires 



or clarity. This is important since members add this to an agenda on a future school board meeting before 
the deadline. This can take up to a few weeks since some boards only meet once a month.  

The comms department created specific digital opportunities for this audience to gain comprehension of 
the bylaw process along with direct contact with ASBA leaders. This is an additional benefit for the 
association by creating an informed audience that can educate board members who have direct contact 
or an established relationship with them. All messaging will link back to the built-out bylaw webpage that 
will serve as the primary source for facts, new videos and current messages. 

ASAP members  

Objective:  

A. By Nov. 2021, 100 percent of ASAP members will notify ASBA if member districts will be 
participating in the bylaw vote.   

 
Strategies:  

• The communications team will highlight the details, voting process and timeline for all board 
administrative professionals in charge of the bylaw submission process. 

• A mix of internal platforms and print collateral with clear messaging and important dates will help 
this audience understand their specific role in the bylaw process. 

The ASAP professional group was developed in consultation with governing board administrative 
assistants from throughout the state. ASAP members are the administrative professionals to the 
superintendent and/or the school board in every district. They are the audience who are in constant 
contact with board members, superintendents and ASBA. They are the conveyors for all three groups and 
the link that connects them together. They are the ones tasked to ask a question, inquire further 
explanation or keep ASBA informed on updates and changes to the school board and district business.   

This strategy will position ASAP members as the guiding force to help the board president and 
superintendent understand how to submit the bylaw vote by the deadline. There are several steps to the 
bylaw process. This audience oversees the administrative side of the process, and in most cases, they 
are the ones that actually submit the vote to ASBA.  

ASAP was developed as a communication network that enables sharing of timely and relevant 
information and best practices. This audience plays a crucial role to help notify ASBA if the board plans 
on submitting a vote. Using internal platforms for direct messaging specifically the listserv created only for 
ASAP members, ASBA is able to engage directly with this audience instantaneously.  

All messaging will link back to the built-out bylaw webpage that will serve as the primary source for facts, 
new videos and current messages. 

School board presidents 

Objective:  

A. By Nov. 2021, 100 percent of school board presidents will receive the facts and add it as an 
agenda item to a future school board meeting for discussion. 

 
Strategies:  

• The communications team will explain and justify the significance and purpose of board 
participation with school board presidents. 

• This strategy will position board presidents as insiders with their school boards and encourage 
board discussion and voting participation. 

• Direct outreach will target this audience by ASBA Board of Directors and County Directors to 
engage this group in the process.  

 



The board president is a “leader among leaders.” Board presidents are selected during the organizational 
meeting of school boards annually. Board presidents must have excellent communication skills to 
effectively execute the job. The communication from the board president to the rest of the board must be 
balanced and adhere to Open Meeting Law. It would not be appropriate for the board president to 
communicate more with some members of the board than others. Board presidents should also 
encourage equal communication between the superintendent and the rest of the board.  
 
Ensuring all board members can be successful in the culture of the board is an essential task for the 
board president as well. Serving as a role model for the rest of the board is also an important component 
of being board president. This audience needs a base of knowledge in certain areas of law, governance 
and procedure which also includes how to add the bylaw to a school agenda and discuss the item during 
a public board meeting. They must know their board’s rules of order and meeting flow. Also critical is 
understanding the role of the board as looking at “big picture” issues like bylaw participation rather than 
trying to be involved in the day-to-day operations of the school district. 

By initiating direct outreach with every board president is vital to ensure they understand the details of the 
bylaw process, timeline and work with the superintendent to ensure it is added to a school board meeting 
agenda before the deadline and to guide the school board to exercise their ASBA membership rights and 
participate in voting. 
 
This will be done by providing factual print and digital communications sent directly to board presidents. 
Using direct outreach, ASBA will also be able to collect baseline data identifying which board presidents 
were unsuccessful or chose to not participate in the bylaw process. All messaging will link back to the 
built-out bylaw webpage that will serve as the primary source for facts, new videos and current messages. 

School board members and superintendents in rural and remote areas (member districts with 
fewer than 1,000 students) 

Objective:  

A. By November 2021, 50 percent of 113 districts with fewer than 1,000 students will submit a bylaw 
vote to ASBA.  

Strategies:  
B. The communications team will convince and justify to member districts (with fewer than 1,000 

students) that the association represents and advocates for the diverse needs of its membership. 
C. Using outreach from the Board of Directors, County Directors and/or HNAIC leadership, a 

personal connection will be made to this audience (in-person or by phone and email) along with 
making connection through video and strong digital support. 
 

Objective:  
D. By Dec. 31, 2022, the HNAIC membership will increase by 47 new members, 33 percent.  

 
Strategies:  

• This strategy is an overarching approach to increase inclusivity and encourage smaller and rural 
districts to feel more engaged in governance and program participation and join the HNAIC as 
members. 
 

This audience includes board members in small and rural areas that represent Indigenous and Hispanic 
communities and haven’t engaged in the voting process in several years according to the most recent 
member engagement data. This strategy will need to go beyond the high saturation of messages across 
multiple internal and external platforms with this public. This strategy will need a more personal approach 
to create a connection with members that don’t regularly engage with ASBA.  

People often connect with one another by affinity or commonality. The Comms team knows this and will 
use the current board of directors, county directors, HNAIC chairs and ASBA employees who are 
reflective and represent the same culture and backgrounds of this public to initiate contact with the board 



of these districts. By doing this the goal is to connect with many of these disengaged board members (by 
in-person, phone or email) thus encouraging board participation.  

The goal is to ensure these boards are made aware of the bylaw process, how this public will benefit with 
equitable representation on the board of directors and help get questions answered or correct any 
misinformation if necessary.  

All messaging will link back to the built-out bylaw webpage that will serve as the primary source for facts, 
new videos and current messages. 

Since many of these members of the most disengaged districts are Hispanic and Native American and 
serve students representing these two cultures, they may not be aware of the HNAIC and the benefits of 
being a member to this caucus. They will also be provided with messaging and in-person opportunities to 
become members of the HNAIC and get more involved with the work of the caucus, ending with a 
culminating in-person event held during the Annual Conference to celebrate all members. ASBA 
understands this may take time to increase membership to the caucus and will take a long-term approach 
to helping more members get involved.  

 

Implementation  

During the implementation phase, the comms team used the Microsoft Planner tool to map and follow a 
process for implementing each activity, aligned with the strategy, tactic and audience.  

  

Date Activity Audience 
  May - August 2021   

1-Jun Zoom meeting Board of Directors/HNAIC Chairs 
2-Jun Research review Comms staff 
3-Jun Research review Comms staff 
4-Jun Research review Comms staff 
5-Jun Research review Comms staff 
6-Jun Campaign design - creation of communication plan Comms staff 
7-Jun Campaign design - creation of communication plan Comms staff 
8-Jun Campaign design - creation of communication plan Comms staff 

21-Jun Review communication plan  Comms staff 
23-Jun Create messaging and talking points All 
24-Jun Assign counties and disengaged districts  Board of Directors/HNAIC Chairs 
28-Jun Zoom meeting Board of Directors/HNAIC Chairs 

1-Jul Create dedicated webpage All 
5-Jul Script video questions Board of Directors/HNAIC Chairs 
8-Jul Record videos Board of Directors/HNAIC Chairs 

12-Jul Record videos Board of Directors/HNAIC Chairs 
13-Jul Record videos Board of Directors/HNAIC Chairs 

15-Jun `Edit videos All 
16-Jun View and approve videos All 
 17-Jun Create graphics in Canvas All 
 18-Jun Create content calendar for messages and social media All 
 18-Jun Create webinar events and add to website All 

 21-Jun Create PowerPoint slides for webinars 
Superintendents/ASAP/Board 
Presidents 



 22-Jun Approve dedicated webpage and resources All 
27-Jul Email to HNAIC members HNAIC members 
27-Jul Email to Black Alliance members  Black Alliance members 
28-Jul Letter  Board Presidents/Superintendents 
29-Jul Email message and social media post All 
4-Aug Connect e-newsletter and social media post Board Members 
9-Aug ASAP poster ASAP members 

18-Aug Connect e-newsletter and social media post Board Members 
  September - December 2021   

1-Sep Voting process webinar  Superintendents/ASAP 

9-Sep 
Info session at Law Conference/script 
mention/guidebook Board Members 

19-Sep Text message and social media post Board Members 
21-Sep Official letter emailed  All 
21-Sep Voting opens All 
28-Sep Email reminder with video  Board Members 
28-Sep Post video on social media All 
30-Sep "Your Questions Answered" webinar Board Presidents/ Board Members 

6-Oct Connect e-newsletter and social media post Board Members 
12-Oct Email reminder with video  Board Members 

18-29 
Oct Outreach to districts that haven't voted 

ASAP 
members/Superintendents/School 
board members and superintendents in 
rural and remote areas 

20-Oct Connect e-newsletter and social media post Board Members 

26-Oct Outreach to districts that haven't voted 

ASAP 
members/Superintendents/School 
board members and superintendents in 
rural and remote areas 

2-Nov Outreach to districts that haven't voted 

ASAP 
members/Superintendents/School 
board members and superintendents in 
rural and remote areas 

3-Nov Connect e-newsletter and social media post Board Members 
9-Nov Email all members with a list of districts that have voted All 

15-23 
Nov Outreach to districts that haven't voted 

ASAP 
members/Superintendents/School 
board members and superintendents in 
rural and remote areas 

17-Nov Connect e-newsletter and social media post Board Members 
18-Nov Email all members with a list of districts that have voted All 
13-Dec Voting closes All 

16-Dec 
Results announced at ASBA Annual Membership 
Meeting Board Members 

17-Dec Email announcement and social media post All 
  January - December 2022   

15-Jan Journal Magazine article announcement All 
20-Jan Develop annual member survey questions Board Members/Superintendents 
1-Mar Launch annual member survey with email and text Board Members/Superintendents 

15-Mar Reminder email to complete survey Board Members/Superintendents 



8-Apr Evaluation of results from member survey presented  ASBA Board of Directors 

2-Aug 
Launch survey to HNAIC members on splitting into two 
groups HNAIC members 

4-Oct 
Email invitation to Big Event with request to promote to 
member colleagues  

HNAIC members/Black Alliance 
members/Rural Alliance members 

12-Oct Email invitation to Big Event with video Board Members 
26-Oct Connect e-newsletter and social media post Board Members 
2-Nov Design and order promotional buttons and flyers Board Members 

10-Nov Connect e-newsletter and social media post Board Members 

28-Nov Email invitation to Big Event with video 
New school board members starting in 
2023 

14-Dec 
Script mention and video at New Board Member 
Orientation 

New school board members starting in 
2023 

14-Dec The Big Event  

HNAIC members/Black Alliance 
members/Rural Alliance members and 
new school board members starting in 
2023 

16-Dec 
HNAIC voting takes place during annual business 
meeting  HNAIC members 

 

 

Budget  

Description and Audience           Reach     Cost 
Direct Mail   
Official letter mailed to every school board 
president and superintendent announcing 
amendment to bylaws by Board of Directors.  
 

225 board presidents and 225 
superintendents  
 

$950.66 

   
Print   
Design time for ASAP poster with ASBA events 
and important deadlines 
 

225 ASAP members and 225 
superintendents 

$105.00 

Law Conference guidebook with a feature on 
bylaw passage 

750 attendees  $3,997.18 

   
   
Digital Advertising   
Social Media (Facebook boost) Facebook followers $80.00 
   
Other   
Communications staff time (including video time)  $24,806 
   

Total              $29,938.84 

 

 

Summary of Evaluation Results  



To culminate the communications plan on social media, Facebook, Twitter and Instagram posts were 
shared celebrating the bylaw amendment passage and impact it would make for members. An email was 
sent to all members with the bylaw passage announcement and an article featured in the ASBA member 
Annual Journal Magazine. A special email was sent to all HNAIC members thanking them for their 
support and effort to pass the bylaw amendment.  

Using the membership data collected ASBA was able to identify a trend that indicated 110 of the large 
and urban districts historically have submitted a bylaw vote. Out of the 223 districts in Arizona, ASBA 
identified it needed 56 of the 113 districts (fewer than 1,000 students) to submit a vote. If 166 total 
districts submitted a vote, knowing 149 YES votes were needed to pass, this would provide ASBA with a 
small (17 votes) margin of NO votes and yet still successfully pass.  

Biennial member survey results from 2020 indicated members strongly agree they supported the Caucus 
and Alliances by 54.63 percent and 2022 results with 53.13 percent (slight decrease).  

Survey results also indicated members strongly agree ASBA recognizes, values and respects the 
diversity of school leaders and students by 63.44 percent in 2020 and 57.76 percent in 2022 and 
members also strongly agree by 54.63 percent that ASBA is a leader in supporting the school board’s role 
in educational equity in 2020 and 51.88 percent in 2022.  

ASBA used 2020-member survey results as a resource confirming most members would strongly agree to 
support the bylaw passage. The results in 2022 continued to reaffirm membership support but did indicate 
a slight decrease in all three areas, most likely due to the divisive political environment at the national 
level and negative attention by local and national ultra conservative media outlets on school boards and 
the equity work of the association.    

ASBA deployed 19 tactics and out of those tactics, 10 were brand new to this campaign, which 
demonstrated success and high participation rate. By really focusing on key publics and using specific 
tactics for each group, ASBA was able to monitor and adjust, if needed during the campaign versus 
waiting for the end results.  
 
The most successful tactic was making personal phone calls or emails to districts that hadn’t submitted a 
vote to really help monitor if our numbers were going to be attainable by the voting deadline. This tactic 
helped ASBA identify there were 44 districts that didn’t participate in the vote and collect informal 
feedback on why these districts did not participate in the bylaw process. This also provides baseline data 
to continue and improve member outreach with these school boards. 
 

Post Campaign Results  

The HNAIC held a vote to split the HNAIC into two groups, Hispanic and Native American during HNAIC 
annual business meeting in December 2022. The majority of members voted to stay together and not split 
into two groups. Since the bylaw amendment was passed this also provides flexibility for the group to split 
into two separate groups (at any time), Hispanic and Native, if they choose to by taking a vote in the 
future with each group still maintaining its place on the board and allows those groups to change their 
names and be recognized under the new names. 

The HNAIC, Black Caucus and Rural Alliance continue to collaborate and work together to promote 
membership for all three groups. “The Big Event,” was the first of its kind held at an ASBA conference 
with 80 members representing districts from across the entire state. The event initiated 55 new members 
to the HNAIC. For the next steps, all three groups would like to host a member-only event every year at 
the Annual Conference to bring awareness to the work of the caucuses and alliance. The more members 
these groups have, the more supporters and advocates they will have when a new initiative is introduced 
that will require member approval.  
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CONNECT THROUGH  "VOTE YES" VIDEO

CAMPAIGN OF BOARD OF DIRECTORS

SUPPORTING BYLAW PASSAGE

"YOUR QUESTIONS ANSWERED WEBINARS  
 COVERING CONTENT OF AMENDMENTS

TOTAL COMBINED SOCIAL
MEDIA VIDEO VIEWS: 1,522

21 MEMBERS REGISTERED AND
VIEWED RECORDING AT A

LATER TIME 

68 REGISTERED AND VIEWED
RECORDING AT A LATER TIME 

https://youtu.be/CVcGRFaSMYM
https://youtu.be/u5qbFUWkv8c
https://youtu.be/lGnLnUpdgsk
https://youtu.be/rCR8jV3Kqg0
https://youtu.be/YWOW-rJuV4Y
https://youtu.be/LiMklXjIRyo
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ENHANCED DIGITAL PRESENCE TO
SUPPORT PASSAGE WITH CENTRAL

LANDING WEBPAGE
 

680 PAGE VIEWS AND AVERAGE TIME
ON PAGE WAS 2 MINS AND 40 SECONDS



IMPLEMENTATION
INFORMATIVE SESSION AT LAW

CONFERENCE WITH OVER 700
ATTENDEES TO STRESS THE IMPORTANCE

THAT ALL DISTRICTS VOTE

OUTREACH EMAILS  AND PHONE CALLS TO
DISTRICTS THROUGH ASBA MEMBERSHIP

DATABASE THAT HAVE NOT YET VOTED. THIS
INCLUDES ASKING IF/WHEN THEY WILL BE VOTING

ASBA BYLAW VOTING TRACKER



EVALUATIONRESULTS WERE ANNOUNCED AT
THE ASBA/ASA ANNUAL
MEMBERSHIP MEETING

THANKED MEMBERS FOR PASSING
BYLAW IN ANNUAL JOURNAL MEMBER

MAGAZINE MAILED TO MEMBER
HOMES, BY EMAIL AND SOCIAL MEDIA




