
 

 

This document has been prepared in an effort to detail for our community the District’s 
actions in response to the Third-Party Investigation conducted from October through 
December of 2025. The following actions are aligned with the District’s non-negotiable 
expectations for systems and processes that continue to protect students, ensure 
accountability, and build trust within our community through: 

●​ Preventative Structures  
●​ CISD safeguards that are intentionally designed, layered, and actively monitored  

Detailed below are the recommendations from the Third-Party report followed by the District’s 
corresponding actions in the following areas provided within the report:  

●​ Student Safety  
●​ Personnel  
●​ Specific Personnel: This section was redacted in the Third-Party Investigation Report, so 

recommendations and actions are not included here due to legally-mandated 
confidentiality requirements under TGC 552.101/TEC 21.355 

●​ Board Governance  

 

Student Safety  
 

●​ Recommendation: Develop and enforce a policy for use of sensitive areas (like locker 
rooms and other changing areas). The policy should, at a minimum: (a) prohibit use of 
cell phones or cameras of any type for adults and students; (b) adjust staffing to allow 
two adults in the area when students are present; (c) encourage reporting and provide 
resources for reporting misconduct of adults and students including internal and external 
opportunities to report misconduct; and (d) train coaches and any other staff working in 
sensitive areas on protocol and reporting.  
 
District Action: Prior to October 2025, the District maintained signage on locker rooms 
prohibiting the use of cell phones or cameras in locker rooms. On October 7, the District 
updated its policy for use of sensitive areas, which addresses items a-d in the 
recommendation. Specifically, the District enhanced its existing guidelines to further 
clarify expectations for students and staff in locker rooms (link below in “Resources”) to: 

○​ Prohibit cell phones or cameras by students or staff: “Possession or use of these 
devices in locker rooms violates district policy and Texas law.” 

○​ Adjust staffing assignments to allow two adults in locker rooms when students 
are present. 

○​ Remind students and staff of reporting opportunities, including the District’s 
anonymous reporting system, as part of the training through the presentation of 
enhanced guidelines. 



 
The District will provide annual training at the beginning of each year for coaches and 
any other staff working in sensitive areas on protocol and reporting. These guidelines 
and procedures will be monitored and reviewed throughout the year. The Athletic 
Director will be responsible for ensuring locker rooms are monitored according to CISD 
guidelines. 
 
CISD Locker Room Guidelines: 

https://docs.google.com/document/d/1RNmlZfI2gIaQSd44YEzCoc_mDOqcnq1-N
_ZIgZjjSgA/edit?tab=t.0   

 
●​ Recommendation: Develop, disseminate, and follow a consistent policy for handling 

concerns/complaints against staff members, including when and how to contact an 
external investigatory body (e.g., CPS, law enforcement, and/or TEA/SBEC), contact 
parents, contact HR, create documentation to the parent, and create documentation for 
the staff member’s file when appropriate. Ensure records are retained in accordance with 
Board Policy.  
 
District Action: The District maintains policies for handling concerns/complaints against 
staff members addressing the identified points in the recommendation and includes 
notice of the policies in the student and employee handbooks. The District will be 
providing additional written notification and training for administration and staff regarding 
these policies. The District will ensure records are retained in accordance with Board 
Policy. 
 
In addition to annual mandatory abuse training for all staff at the beginning of the 
2025-2026 school year, all District staff were also required to complete by December 19 
“Staff and Superintendent Abuse and Misconduct Reporting Requirement” training 
through TEA Learn. Beginning spring of 2026, all new staff will be required to complete 
this training as part of their onboarding. This training will be included in mandatory 
annual training for all staff. 
 

●​ Recommendation: Reaffirm and widely communicate clear reporting methods for 
concerns about employee misconduct, consider adding anonymous reporting options, 
and emphasize that failure to report may result in disciplinary action.  
 
District Action: The District sent multiple communications throughout the fall to 
students, parents, and staff regarding reporting methods for concerns about employee 
misconduct. Throughout the spring, the District will send additional communications to 
students, staff, parents, and the community reminding them of these processes, and 
every campus has this same information posted in common spaces. Since at least 2017, 
the District has utilized Tip 411 and Crimestoppers (now called P3) as its anonymous 
reporting system, with instructions prominently posted in District facilities and on the 
District website. In addition to this reporting system, District communications to families 
since the October arrest of Caleb Elliott have included references to the P3 reporting 
system. Families and staff have also been encouraged to report concerns to DFPS and 
the CPD as appropriate. 
 
https://www.celinaisd.com/our-departments/communications/investigation-updates  

https://docs.google.com/document/d/1RNmlZfI2gIaQSd44YEzCoc_mDOqcnq1-N_ZIgZjjSgA/edit?tab=t.0
https://docs.google.com/document/d/1RNmlZfI2gIaQSd44YEzCoc_mDOqcnq1-N_ZIgZjjSgA/edit?tab=t.0
https://www.celinaisd.com/our-departments/communications/investigation-updates


 
●​ Recommendation: Continue to train all employees on their obligations to report 

potential misconduct, and provide support from Administration and Athletics in any 
reports.  
 
District Action: Although the District met all obligations regarding training prior to the 
beginning of the 2025-2026 school year, the District has arranged for the Children’s 
Advocacy Center of Collin County to provide additional training for all District and 
campus administrators and, if deemed appropriate, all staff members regarding reporting 
potential misconduct, consequences for failure to report, and related issues. The District 
is working with the CISD Athletics Department leadership to clearly define expectations 
for reporting student or employee misconduct. In addition to the required training for all 
staff at the beginning of the year, all District staff were required to complete “Staff and 
Superintendent Abuse and Misconduct Reporting Requirement” training through TEA 
Learn, and all new staff will be required to complete this training as part of their 
onboarding. This training will be included in mandatory annual training for all staff. 
 

●​ Recommendation: Communicate districtwide that student safety and ethical conduct 
take precedence over loyalty, reputation, or program success and that the District will act 
promptly and impartially when concerns arise.  
 
District Action: All communications and updates to families throughout the fall 
investigations emphasize these priorities, and the District has added corresponding 
messaging in monthly District communications to our families.  
https://www.celinaisd.com/our-departments/communications/investigation-updates  
 
In the District’s ongoing efforts to enhance student safety throughout the district, CISD 
leadership has reviewed the accessibility of all facilities, including the CHS indoor 
athletic building as well as all stadiums/practice resources, highlighting areas requiring 
adjustments. These opportunities, concerns, and recommendations are being reviewed 
with the District’s Safety Committee. 
 

●​ Recommendation: Concerns were expressed about Bobcat Hour, based on a witness’s 
experience. The District, and specifically Moore MS, should review procedures to ensure 
that Bobcat Hour is managed in accordance with the District’s duties under law and 
policy. If Bobcat Hour cannot be managed in accordance with the District’s duties under 
law and policy, it should be eliminated.  
 
District Action: With the completion of the investigation, the District reviewed and 
planned with Moore Middle School administration regarding Bobcat Hour and its 
intended outcomes. The staff and Guiding Coalition had already been reviewing this 
intervention/privilege period to maximize student safety and success. In February, Moore 
Middle School implemented a revised lunch and bell schedule designed to provide 
greater structure and oversight throughout the instructional day. Student tutorials were 
strategically moved into a formal advisory block to create a more consistent and 
supervised academic support framework. 

 
 
 

https://www.celinaisd.com/our-departments/communications/investigation-updates


 
 

Personnel Generally  
 

●​ Recommendation: Increase frequency and intensity of evaluations of staff at every 
level. Ensure that records of evaluations for at-will and contract employees, for any 
duties including teaching and/or coaching, are maintained in a centralized location and 
accessible to Human Resources. Ensure that all evaluators are keeping accurate 
records of completed evaluations in Skyward (or other electronic repository designed for 
such use).  
 
The District recognized in the Spring of 2025 an opportunity to enhance existing 
practices regarding appraisals within District Policies DN (LEGAL) and DN (LOCAL) to 
include: 

○​ August administration policy training; and 
○​ Outlined the 25-26 TTESS Calendar for the staff to follow. 

 
District Action: Since her appointment in Human Resources, CISD Director of Human 
Resources, Mindy Schoen, initiated a full review of HR practices and procedures, 
implementing additional preventative structures and processes to address the identified 
appraisal issue, hiring practices, and other HR practices she identified for improvement.  

 
●​ Recommendation: Create consistency in the hiring process and exercise a high level of 

rigor in screening and vetting all applicants. Require uniform, documented hiring 
procedures for all positions, including standardized interview questions, reference 
checks, and verification of employment history gaps.  
 
District Action: As part of the February 2026 District Leadership Team (DLT) meeting 
for all District and campus leaders, the District will hold training regarding all hiring 
procedures, including: 

○​ Legal requirements; 
○​ District expectations and accountability; 
○​ Consequences for failure to follow District hiring procedures; 
○​ Philosophical vision, mission, and core principles within the recruiting/hiring 

process; 
○​ Established reflective questioning;  
○​ Standardized questioning with rigorous processes; and  
○​ Effective reference checks (including mandatory guidelines for reference check 

forms). 
 

●​ Recommendation: Ensure external references are prioritized.  
 
District Action: In addition to the measures noted above, the District will include 
mandated external and recent prior supervisory references. 
 

●​ Recommendation: Require written disclosure of familial relationships during the hiring 
process, with independent review by HR. Consider increasing rigor in vetting 
family-member candidates.  

https://docs.google.com/document/d/1AnckSlzJVTh3MSRwWhi_VAk8VkSV0Bgh/edit?usp=sharing&ouid=105574894822012336328&rtpof=true&sd=true


 
The District is updating personnel policies to address conflicts of interest and 
implemented the following measures in the Spring 2026 hiring process:  

○​ Requiring written disclosure of familial relationships during the hiring process; 
○​ Independent review by HR staff; and 
○​ Increased number of references and rigor in vetting family-member candidates. 

 
●​ Recommendation: Create consistency in posting coaching positions—Athletics in 

collaboration with Administration—to ensure the best possible candidates are considered 
and hired.  
 
District Action: For all athletic coaching positions, campus administration will continue 
to serve as hiring managers for all campus positions. Current procedures emphasize 
classroom experience and skills over coaching assignments, and campus principals 
have final authority to recommend a candidate for hire through HR. This expectation and 
process will be reviewed at the February 24 District Leadership Team meeting. 

 
●​ Recommendation: Increase vetting of social media for potential employees—and steer 

clear of candidates who display overly sexual content (regardless of whether it is in a 
hetero- or homo-sexual way).  
 
District Action: CISD HR personnel are researching social media-vetting software 
(HireRight, ClearStar, First Advantage, etc.) and will make a recommendation to the 
CISD Executive Cabinet by March 2026 for use in screening all hires beginning with 
Spring 2026 hires, in accordance with applicable state and federal laws and regulations. 
 

●​ Recommendation: Create consistency and/or ensure campus principals follow the 
Handbook related to the minimum period of probation for employees. The District should 
ensure that all principals are aware of recommended contract extensions, are aware of 
recommendations for when to issue a Term vs. Probationary contract, and adhere to that 
recommendation.  
 
District Action: As part of the campus recommendation process for contract extensions, 
as part of the existing annual review process, District HR staff will meet with campus and 
department leadership in one-on-one meetings to review Board Policy regarding 
probationary periods. Prior to the issuance of any employment contract, the 
recommendation will undergo three levels of review, including HR verification and 
principal certification affirming compliance with Board Policy and applicable law. 
 

●​ Recommendation: Family members must not report through, supervise, or evaluate 
other family members.  
 
District Action: As a small community, and as the largest employer in the City of Celina, 
the District has a general history of hiring relatives; however, supervisory responsibilities 
must be free of familial relations. The District is updating personnel policies to address 
conflicts of interest as well as reviewing and implementing procedures to ensure a 
system of checks and balances in the employment reporting structure. 

 



●​ Recommendation: Consider adding to the Employee Handbook (and/or Board Policy) a 
definition of “conflict of interest relationship,” including for spouses, close relatives, 
and/or dating relationships. Consider prohibiting (for any conflict-of-interest relationship) 
employees from: (a) working in the same line of budgetary approval or oversight within a 
school, department, or program; (b) being either directly or indirectly supervised by, or 
under the supervision of, any person in their own conflict-of-interest relationship; or (c) 
hiring, recommending, or suggesting for full-time, part-time, or substitute employment 
any person in their own conflict-of-interest relationship.  
 
Consider adding to the prohibitions in the definition of “conflict of interest relationship” a 
prohibition on any other personal relationship (either by marriage, dating, or other 
scenarios that are not otherwise prohibited) if the relationship becomes disruptive to the 
operations of the District or if the relationship is not in the best interests of the District.  
 
District Action: District leadership has consulted with legal counsel and TASB regarding 
possible updates necessary within Board Policies and the Employee Handbook that 
address “conflict of interest relationships” and review / implement any necessary 
recommendations. Upon any change to Board Policy, the District Handbook would be 
amended to align with Policy. 

 
●​ Recommendation: Consider implementing a “scalable” leadership model in Athletics, 

led by a certified administrator.  
 

District Action: In the fall of 2025, the District entered into a contract with a third-party 
organization to review and recommend staffing models for the entire District, including 
Athletics, as the District continues to experience exponential growth. 
 
Based upon initial feedback from a third-party staffing review, the District made the 
determination to separate responsibilities within the Athletic Department, establishing 
both a district Athletic Director position as well as a CHS Campus Athletic 
Coordinator/Head Football Coach positions. The purpose of this separation of duties will 
allow for an increase of checks and balances within the department, stronger oversight 
for the professional growth of all staff, enhanced supervisory leadership, and oversight of 
the scalability of a two- and ultimately multiple-high school district. 
 

●​ Recommendation: Protect all witnesses in the Investigation from retaliation due to their 
participation in the Investigation (retaliation does not include legitimate documentation of 
performance concerns but proceed with caution that no action could reasonably be 
perceived as retaliation). 
 
District Action: Within the parameters of applicable state and federal laws and 
regulations, District Administration continues working with the Board to make decisions 
regarding the disclosure of information relative to the Investigation. The District complies 
with its policies prohibiting retaliation against individuals who participated in the 
Investigation and continues to reiterate the expectation for compliance with policy to all 
staff members and the community. 

 
●​ Recommendation: The Superintendent should immediately conduct a financial 

review/audit of the Athletics finances (including FCA funds and cash maintained in the 



Athletics office), rectify any financial issues identified, issue appropriate discipline if any 
additional misconduct is identified, and ensure compliance going forward with Board 
Policy and law.  

 
District Action: The District contracted with a third-party forensic auditor to address this 
issue. The District implemented multiple measures to address the accounting for FCA 
funds and identification of the funds as a student activity account. The District annually 
reviews all student activity and/or parent organization accounts to confirm compliance 
with applicable Board policies and procedures as well as applicable state and federal 
laws and regulations. The District is formally reviewing and auditing all Athletic finances. 
The District will continue its efforts to align all student activity funds, which include 
Athletics, to ensure compliance with applicable state and federal laws and regulations. 
Beginning in the fall of 2026, the District will hold meetings with all head coaches and 
student activity directors/sponsors to review purchasing and fundraising expectations 
within policy.  
 

 
Board Governance  

 
●​ Recommendation: Administration should take measures to ensure that the Board is 

apprised of major happenings in the District (like safety issues, or if someone is removed 
from a position) so Board members do not learn of these events from the community.  
 
District Action: District leadership will work with the Board at the February 18 Board 
Work Session to review and enhance all communication practices between District 
leadership and Board members in compliance with applicable state and federal laws and 
regulations. 
 

●​ Recommendation: Review Board email protocol to ensure that Trustees know and feel 
confident that: (1) they receive all emails sent to their CISD email address; and (2) 
appropriate acknowledgement is being sent on their behalf.  

 
District Action: Current email processes and procedures for Board emails follow 
existing Board Policies as well as established Board Protocols as developed within Team 
of 8 training. With the formal conclusion of the Third-Party Investigation, these protocols 
are scheduled for review at the February 18 Board Work Session and will be updated as 
necessary in accordance with applicable state and federal laws and regulations. 

 
●​ Recommendation: Board members should abstain from relations between 

Administration and Bobcat Moms and/or Quarterback Club (not abstain from 
membership and/or participation, but abstain from dealings between the organizations 
on planning events, financial issues, etc.) Abstention will assuage any perception of 
dual-role involvement.  

 
District Action: With the beginning of the 2025-2026 school year, District Administration 
initiated a thorough review of all student and parent organizations to ensure compliance 
with applicable state and federal laws and regulations as well as Board Policies. District 
Administration will complete its review process and revise procedures as necessary to 



address this recommendation, which may include revisions of Board Policies and/or 
Board Operating Protocols. 

 
●​ Recommendation: If Bobcat Moms and/or Quarterback Club are not already official 

“boosters” as that term would be defined in Board Policy, Administration should ensure 
that the groups become official boosters, subject to Board Policy and other law.  

 
District Action: Prior to the beginning of the 2025-2026 school year, District 
Administration initiated a thorough review of all student and parent organizations to 
ensure compliance with applicable state and federal laws and regulations as well as 
Board Policies. The District Administration will complete its review process and revise 
procedures as necessary to address this recommendation. 
 
In the spring of 2026, District leadership and campus leadership will hold formal 
meetings with volunteer leadership of these organizations, formalizing alignment with 
legal requirements for "affiliated" and "unaffiliated" organizations. The CISD Athletic 
Director will work with campus leadership to review and support alignment across the 
district and oversee fundraisers, marketing, etc. 


