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Purpose

For many years, our school board would purchase “Welcome to Kindergarten” bags from a local educational partner,
and we would hand these out to newly registered families in the spring. We knew that registration would be down
during this unusual year and anticipated that we would need to come up with a new COVID-friendly way to distribute
the bags to new families. Instead of just coming up with a safe solution for distributing welcome packages, we came
up with a plan to repurpose the funds to create our own branded packages that meet multiple business objectives at
once. The new packages could be used to incentivize parents to register their children for Kindergarten despite the
uncertainty of the ongoing pandemic, encourage school readiness, and could be mailed directly to families to address
COVID safety concerns.



Target Audience(s)

Parents of soon-to-be kindergarten students in Ottawa.

Goal(s) and Objective(s)

GOALS: 
Get soon-to-be Kindergarten students excited about starting school at the Ottawa Catholic School Board. 
Affirm parents in their choice to send their child to an Ottawa Catholic school. 
Generate positive “buzz” around registering your child for Kindergarten. 

OBJECTIVES: 
Get parents to register their child for Kindergarten earlier in the year despite the uncertainty of the pandemic.  
Break down internal silos and improve collaboration with internal partners. 
Develop in-house resources that reflect our values and prepare their child for Kindergarten.

Describe your strategy

To generate a positive “buzz” around Kindergarten registration and encourage parents to register their children for
Kindergarten in January, we created fun welcome packages. These packages contained various resources developed
in-house to prepare children for school and were mailed directly to family homes during the stay-at-home order. Our
promotion of these packages helped increase enrolment and change the trend of parents waiting until August to
register for school. 

RESEARCH & BACKGROUND 

Historically, the Kindergarten registration process was very siloed at our school board. Although many departments
are involved and impacted through various stages of the process, we have never come together to collaborate or
plan. In some cases, there was even reluctance from internal partners to share data, resulting in communications
research and planning challenges.  

In the fall of 2020, we saw an 11.1% decline in Junior Kindergarten enrolment due to COVID-19. Many families
planning to send their child to school in the fall opted out of in-person and online learning, negatively impacting
staffing and overall ministry funding to run our schools. To better understand why our registration was suffering during
the pandemic, we gathered feedback from parents of soon-to-be Kindergarten students through online conversations,
social media, and informal focus groups with parents to get a sense of their feelings towards sending their child to
Kindergarten in the fall. The consistent and clear message was parents were tired, overwhelmed and each family had
different challenges that impacted their school-related decisions. 

Although the conversations in the media were increasingly negative and the number of COVID cases in Ottawa was
on the rise, our social media feeds showed that students enrolled in our classrooms online and in-person were having
a great time learning. If we could find a way to get families to send their little ones to school in the fall, we believed
their child would have a positive experience; we just needed to get families over the hurdle of fear and doubt inhibiting
them from registering for school. 

By looking at the results from student registration surveys, we learned that staff and word of mouth are two of the
most influential factors in parents knowing how to register for Kindergarten. This was important in ensuring internal
communications tactics would be part of our marketing mix.



How did you execute the strategy?

PLANNING & IMPLEMENTATION 

Throughout the pandemic, our department has worked hard to improve relationships with internal partners to improve
the results of our communications and advertising efforts. Through internal collaboration with various leaders and
departments this year, we learned more about registration deadlines and their impact on funding and staffing. By
learning more about the business priorities of our colleagues, we were able to find common ground and collaborate in
mutually beneficial ways. For example, we learned from our Kindergarten team that school readiness was a big
priority for teachers. Teachers had many ideas and resources to prepare families for school, but they were
inconsistent and did not reflect our branding. We repurposed these resources into a fun activity booklet for the soon-
to-be Kindergarten student in the welcome package. 

We also learned that “register anytime” messaging was problematic to our Human Resources, Planning, and
Admissions teams because families were waiting until the end of August to register for school, which caused
unnecessary pressure on staff to process new families right before school started. This also generated staffing issues,
families eligible for transportation couldn’t be processed in time to get a spot on the bus for the first day of school, and
classrooms would sometimes need to be opened and closed to accommodate new students. Instead of directing
parents to “register anytime” as we have in previous years, we introduced more urgent messaging to honour funding
deadlines. Using the welcome packages as an added incentive to registering early, we directed parents to register by
a deadline so their child could receive their package in the mail. We also explained that registering your child for
school in January helped us ensure their child would have a classroom and a teacher to support their child’s learning
in the fall. 

We knew from research that the general sentiment parents were feeling towards sending their child to school was
uncertain. However, we also saw through social media that our staff were going above and beyond in teaching
throughout the pandemic and great learning was still happening in our schools. To accomplish our business objective
of maintaining student enrollment, we ensured our approach to the registration conversation was vibrant, fun, and
infused with an affirming and positive tone.  

Since we couldn’t welcome families into our schools because of the pandemic, we worked with a local company to
create virtual 3D tours of a Kindergarten classroom in each of our 64 elementary schools. We ordered cardboard
virtual reality headsets for our welcome packages so families could explore their classrooms in 3D. 

We pulled together various resources for our welcome packages to get families excited and ready for school, inspired
by the emotional experience of opening a university acceptance letter. The colourful custom envelope for our
welcome packages mirrored the designs from our Kindergarten advertising campaign and contained: 
- An acceptance letter to welcome them to our school board family; 
- An #ocsbReady for Kindergarten Activity booklet with crayons you can see the booklet here:
https://drive.google.com/file/d/11TJY9-_ysKWqBh1k-3HrN3KL-9y5YWRf/view?usp=sharing; 
- An “I’m #ocsbReady for Kindergarten sticker and 6”x11” postcard so they could share an excited selfie on social
media to contribute to the Kindergarten registration buzz online; 
- A virtual reality headset to explore our Kindergarten classrooms in 3D and explore educational VR applications for
fun; and 
- A package of Canadian-made Emily Press labels parents could use to mark their child’s shoes. 

We created a video of a soon-to-be Kindergarten student opening the package and using the materials to promote
these packages. This video was shared on our website, social media platforms and used in digital advertising as part
of our overall Kindergarten advertising campaign.  

Knowing that staff are important ambassadors of our school board and one of the top stated answers for how parents
know to register for school, we ensured principals and all employees were informed about the welcome packages. We
communicated through elementary principals and reinforced the messaging via all-staff emails. 

In our messaging, we introduced new milestones in the registration process for the first time to create a sense of
urgency around registering.



How did you evaluate the project or program?

To evaluate the project we determined Key Performance Indicators (KPIs) for each objective. In some cases, this
involved looking at our social media and website analytics to gauge the effectiveness of our communication tactics.
The most important numbers we watched, however, were our registration numbers.  

As goals are sometimes more challenging to measure, we determined that we could still gauge the success of all
three goals by the response of parents using the #ocsbReady hashtag on social media and sharing photos of exciting
children opening their package. 

Objective 1: Get parents to register their child for Kindergarten earlier in the year despite the uncertainty of the
pandemic. Measured by registration numbers. 

Objective 2: Break down internal silos and improve collaboration with internal partners. Measured by whether or not
colleagues were open to collaborating, and share internal data and resources. 

Objective 3: Develop in-house resources that reflect our values and prepare their child for Kindergarten. Measured by
whether or not we successfully create resources that reflect the values and brand identity of the Ottawa Catholic
School Board.



Describe the results

Overall we were delighted with the results of this multifaceted communications piece. We met all three of our goals,
which were to: 

1- Get soon-to-be Kindergarten students excited about starting school at the Ottawa Catholic School Board. 
2- Affirm parents in their choice to send their child to an Ottawa Catholic school. 
3- Generate positive “buzz” around registering your child for Kindergarten. 

We could tell from anecdotal feedback, social media posts, and emails to our department that parents and new
students were thrilled with the welcome packages.  

OBJECTIVE 1:  
Our biggest accomplishment was exceeding our objective of getting parents to register their children for Kindergarten
earlier in the year despite the uncertainty of the pandemic. After our first registration deadline, we had 2,051 new
students registered for Kindergarten (7.9% increase over the same time last year). Our final numbers showed a total
of 2,638 new Kindergarten students, a 6.3% increase in Junior Kindergarten enrolment over last year. These numbers
show us that we successfully got more families to register early instead of waiting until the end of the year. 

OBJECTIVE 2: We believe we met the objective of breaking down internal silos and improving collaboration with
internal partners during the planning phase of this project. This was shown by the willingness of internal partners to
share data, communicate their needs or concerns, and continue meeting with us throughout the year. This paved the
way for several quintessential tweaks to our messaging, resulting in a successful campaign that enthused our
colleagues in Human Resources, Planning, Admissions, Student Success, and Early Learning Services. Since each
department was able to see their feedback incorporated into campaign and project messaging, they could share in the
overall success of the campaign and project. 

OBJECTIVE 3: We also met the objective of developing in-house resources that reflect our values and prepare their
child for Kindergarten thanks to the collaboration of our internal colleagues. Using their resources and our design
skills, we created an activity booklet that new families enjoy. One parent even messaged us to let us know her
daughter finished the whole activity booklet and was excited for her first day of school. Further evidence that we met
this objective was found in the response from our senior leaders and Trustees who were thrilled with the packages. 

In evaluating the specific communication tactics, we looked at the social and website analytics to ensure our content
reached a broad audience throughout our mini-campaign. 

72,427 video views on YouTube  
12,843 video views on Facebook  
201 video views on Instagram  
1,173 views on our website blog post



Resources (human and financial)

The total cost for our welcome packages before the GST rebate came to $35,096.62, which is 35.06% less than our
Kindergarten team spent on the same number of welcome packages through our education partner last year.  

Additional costs include $27,953 on postage preparation and actual mailing costs and $2,869.74 to boost our video on
Facebook, Instagram and YouTube.  

The total cost of this project came to $65,919.36, but only $2,869.74 came from the communications budget as the
bulk of the funds were repurposed from budgeted funds for our Kindergarten program. 

The estimated human resources allocated to this project: 
Assistant Manager of Communications: 105 hours 
Social Media Content Creator: 70 hours 
Communications Administrator: 70 hours 
Kindergarten consultant: 35 hours

Provide a URL to additional documentation (maximum 3 pages)
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