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Four Phases of SIS/LMS Transition
It takes time to evaluate and select new software 
for a K–12 school. After thoughtful reflection, feature 
comparison, and vendor selection, it’s critical to give 
just as much attention to the implementation of and 
transition to your new Student Information and Learning 
Management Systems (SIS and LMS). Although no two 
rollouts will be the same, there are four phases to every 
process:

1. Preparation Phase

2. Pilot Phase

3. Training Phase

4. Monitor and Adjustment Phase

Implementation timelines vary depending on each 
school’s faculty, staff, and IT engagement. Consider 
including department and division heads and key faculty 
in developing your transition plan. If you had a software 
selection committee, you might want to start with those 
stakeholders. 

The Preparation Phase
Begin the Preparation Phase by articulating a simple goal 
statement for your new SIS and LMS so that all staff, 
teachers, students, and families understand your desired 
outcomes. Draw inspiration for this goal statement 
from the needs your school identified that prompted the 
research and selection process. Consider using the 
following examples as a starting point:

Example 1—Cautious Rollout
Goal statement: Our school will use an LMS to enhance 
teacher efficiency and family communication by 
providing a class web page that:

• Simplifies routine teacher tasks

• Allows advisors and coaches to monitor student
progress

• Provides daily updates to families regarding student
assignments

Example 2—Ambitious Rollout 
Goal statement: Our school will use an LMS to transform 
teaching and learning into an entirely self-paced and 
competency-based experience by:

• Allowing teachers to flip their classrooms

• Permitting asynchronous completion of online
assessments

• Enabling teachers to communicate progress on
academic competencies and skills

Note the differences in tone and scope of each goal 
statement. By clearly communicating the software 
transition’s desired outcomes, you will be better able to 
establish teacher expectations, measure progress, and 
clarify what students and families will see.

As you prepare for the Pilot Phase, use your goal 
statement to clearly outline your school’s minimum 
expectations of teachers and students. In Example 1, 
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The Pilot Phase
The Pilot Phase is your opportunity to troubleshoot the 
SIS and LMS and build engagement and support from a 
critical group of early adopters. Set a timeframe for the 
Pilot Phase that allows a small group of staff, teachers, 
and students enough time to deeply understand the SIS 
and LMS by using them in various settings, trying things 
and having them not work, and developing solutions 
when needed. Be sure you have enough time during the 
Pilot Phase to collect and act on feedback. A two-week 
Pilot Phase with an entire SIS/LMS launch the following 
week will not be adequate time to test the system. Many 
schools run a pilot program during the fall term for a 
spring launch. Schools that want more time for 
reflection, training, and preparation should do a spring 
pilot for rollout the following fall.

Begin the Pilot Phase by granting system access to your 
software selection committee and a small group of test 
teachers. Consider recruiting teachers with various skill 
levels and attitudes toward SIS/LMS adoption. A 
representative group of faculty and staff will 
demonstrate that the software can work for everyone, 
not just for tech-savvy users. One strategy could be to 
start with one department and expand from there. Each 
school is different.

Share your desired outcomes, common expectations,  

the school should specify the tasks teachers will be 
expected to complete and how often. In Example 2, 
teachers should know how many classes they will be 
expected to flip and what materials they need to include. 
Common expectations for students might be how 
often they are expected to check the LMS and what 
they should do if there is a disconnect between what a 
teacher said in class and what they see in the LMS.

An example of minimum expectations for your school 
may include the following:

• Teachers will upload their syllabus to the LMS before
the start of the term

• Teachers will post assignments by Sunday night for
the following week

• Students will check the LMS at least once per day

• Families will have access to see assignments but not
grades until the holiday break

Complete the Preparation Phase by setting up your SIS 
and LMS, so they are ready for the Pilot Phase, including:

• Creating needed courses and sections

• Publishing courses to only the audiences required for 
the Pilot Phase

• Training academic leadership in management, 
reporting, and oversight
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The Monitor and Adjustment Phase
You and your vendor will need to monitor progress and 
support students, faculty, and staff after the new system 

has launched. It is crucial for teachers to feel as though 
the system is there to make their jobs easier. Students 
may get discouraged if they cannot find assignments, 
complete assigned tasks, or locate information. The 
support you and your vendor provide will mean the 
difference between adoption and frustration for all 
stakeholders.

This in an ongoing phase as you continue to check and 
adjust as needed. As the SIS and LMS become tools used 
by the entire school community, consider the following:

• What should students do if they identify an incorrect
assignment or task in the LMS?

• What should a teacher do if one of their peers is not
effectively using the LMS?

• Should leadership have access to teacher gradebooks
and assignments to ensure compliance?

• Who decides if a club or activity should have an LMS
page?

• Who should update practice and game schedules and
what happens if a game is canceled?

• How do you identify faculty members and coaches
who are using the LMS most effectively?

• How do you identify those who need additional
support?

• How is information about best practices spread?

Consider reporting once a semester—more frequently 
during the initial launch—on the following data points:

• Progress toward the goals you set for the SIS and LMS

• Compliance with the adoption of common 
expectations

• Feedback from faculty, staff, students, and their 
families

It's critical to choose a software vendor that you can 
trust to help you monitor and adjust as time goes on.

and the timeline for the Pilot and Training phases. Pilot 
teachers will need time for training and some time 
to play in the system before students join. Consider 
creating a course for teachers with fake students so the 
stakes are low if a mistake is made. When teachers are 
ready, add students to the LMS and offer them training.

Throughout the Pilot Phase, give teachers and students 
the opportunity to offer feedback, identify concerns, and 
brainstorm solutions. Conduct formal pre- and post-
surveys of teachers and students. You will build their 
confidence and capacity by quickly addressing concerns. 
Formal data will help you explain the progress to 
academic leadership and administration.

After completing the Pilot Phase, review your goal 
statement, shared expectations, and training plan and 
adjust based on student and faculty feedback.

The Training Phase
When the Pilot Phase is complete, it’s time for full rollout 
and faculty training. As you did for the Pilot Phase, the 
Training Phase begins by sharing your desired outcomes 
and common expectations. Share the process you have 
gone through to get to full launch. Leverage your group 
of early adopters to help. This core group can become 
assistant trainers, department support, and cheerleaders 
as new users learn the SIS/LMS. 

Your training program should include the following:

• Desired outcomes, shared expectations, and a
launch timeline

• Results and data from the Pilot Phase

• Training in core tasks and common expectations

• Supporting materials provided by your software
vendor or created by the school

Faculty and staff are not the only people who need 
training. Students should also receive training on the 
LMS with a clear understanding of the school’s desired 
outcomes. You may incorporate training during student 
orientation or at an all-school assembly. A short training 
video or family night session might be sufficient to get 
families up to speed.
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Conclusion
Choosing, implementing, and effectively using new 
software systems is a strategic decision. Like all 
strategic decisions, moving from idea to vendor 
selection to implementation can take time. 

Your school's adoption of new software systems 
will be successful by thoughtfully defining your 
goals, carefully selecting a product, and rolling it 
out with the needs of teachers, students, 
administrators, and families in mind.

By setting expectations, engaging all your key
stakeholders, and following a transparent process, 
you’ll find it’s possible to build a tool into the fabric of 
your school so that the experience of users online 
reflects the experience of your community on campus. 
When that happens the overall school experience is 
enhanced, the family experience is more seamless, and 
time-consuming and mundane tasks are reduced. 

The result? A happier faculty, stronger enrollment, and 
a more connected school community.
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